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Abstract 
This thesis examines the ways to support employees in an outsourcing project in order 
to achieve a satisfying situation for both the company and its staff. Outsourcing is 
commonly understood as shifting of certain operational activities privously accomplished 
using internal staff and resources to an internal or external third party. This kind of radical 
change induces often major impact on the company’s staff. Thus, the purpose of this 
work is to elucidate employees’ perspective and thus to enable managers to adapt their 
approach accordingly. At the beginning, the thesis offers a model for an outsourcing 
project taking into account the perspective of the employees. Based on this model, 
relevant aspects to successfully conduct an outsourcing initiative are considered. 
Furthermore, this work includes recommendations on how to adjust the highly 
acknowledged change management model by Kotter (1995) specifically to outsourcing 
initiatives in order to approach the desired win-win situation. Finally, the thesis provides 
a set of specific and priorised measures that would help to lead employees through 
outsourcing and a transfer to an adjusted process model aimed for practitioners as well 
as for scholars. 
 
Since perceptions and behaviour of the affected employees are highly dependent on 
their individual attitude and circumstances, the underlying philosophical approach in this 
research is an interpretivist perspective. Based on the findings from the literature on 
outsourcing and change management from various domains, semi-structured interviews 
based on a interpretivist view and an abductive approach were developed. The study 
was conducted with fourteen respondents from six different industry sectors and different 
hierarchy levels such as operators, administrators and middle mangers with various 
organisational functions. The following three headlines, or major codes, highlight and 
summarise the findings of the study: credibility of managers, communication concept and 
individual support of the affected employees. Within these three major codes, the thesis 
highlights twelve main codes and 39 sub-codes relevant for the support of the employees 
during outsourcing and gives an indication about their importance. The study identified 
that about a fifth of the aspects underlined in the literature play a minor role in case of 
outsourcing or are even critical, as for instance to celebrate achieved milestones. On the 
other hand, several additional elements could be identified that are not mentioned or are 
not prioritised in the existing body of research, but have strong contribution for successful 
outsourcing. Those are for instance a mentoring program during the transition phase, 
the impact of age and job tenure or detailed aspects of the required individual support. 
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1 Introduction 
The aim of this DBA thesis is to explore the ways to support employees in this process 
of outsourcing, and positively influence employees’ perception during outsourcing 
transformations. Outsourcing is commonly understood as the shifting of certain 
operational activities privously accomplished using internal staff and resources (Mitchell, 
2015; Elmuti, 2003) to an internal or external third party (Blöse, 2006). Referring to 
Schillen and Steinke (2011, p. 65) the organisation “has to take proper actions when 
developing and planning outsourcing strategies to mitigate the negative outcomes”. They 
add that the support has to “start from the top” (p. 69), noting that the management is 
primarily responsible. Ideally, a win-win situation should arise for both - the company and 
its employees. This would mean for the company to achieve the desired targets and for 
the employees to have a positive perspective, respectively an individual, satisfactory 
solution to manage the consequences. 
 
Thus, the basic research question is: 
 
Which elements support an outsourcing process from an employee perspective? 
 
Companies must continuously adapt their strategies, organisation and competencies to 
the volatile context (Al-Haddad & Kotnour, 2015; Ozdemir et al., 2016; Ming-Chu & 
Meng-Hsiu, 2015; Davis & Marquis, 2005; Collis, 1994; Schumpeter, 1993). A significant 
share of change projects, aiming at boosting competitiveness are outsourcing actions. 
According to Wolff (2010), about 18% of all programmes on staffing change between 
2008 and 2010 were outsourcing projects. According to Huws (2012), in the past decade 
there has been a significant growth in organisational restructuring, in particular in the use 
of outsourcing in both public and private sectors. Research findings suggest that about 
70% of all change projects (Todnem, 2005; Choi, 2011; Seo et al., 2007; Moldaschl, 
2009; Schön & Petz, 2006; Durisic-Bojanovic, 2015) and 55% of outsourcing initatives 
(Elmuti, 2003) fail. The reasons for such a high rate of failure are manifold. Shin et al. 
(2012) summarise the quintessence of these as follows: since employees play a major 
role in the success or failure of the attempts to introduce change in their organisations, 
employees’ resistance to change is an important contributing factor to the high rate of 
failure (Nesterkin, 2013; Wolff, 2010; Seo et al., 2007; Dijk & Dick, 2009; Ning & Jing, 
2012). “Employees may feel supportive of, resistant to, or ambivalent towards 
organisational change” (Ming-Chu & Meng-Hsiu, 2015, p. 177). Schillen and Steinke 
(2011) emphasise that if an organisation wishes to have a successful change and a 
healthy workforce, challenges the employees may face in the course of change should 
be recognised, considered and properly addressed. 
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Due to the increasing importance of change in all business sectors nowadays, this trend 
has become a central issue in strategic management research (Huy, 1999). However, a 
valid framework for the successful implementation and management of organisational 
change has been missing so far (Todnem, 2005). A considerable amount of research 
has been done on outsourcing and change management; however, it remains 
questionable if generic advice aimed at reducing employees’ resistance and leading 
them through change may be sufficient and transferable to outsourcing in particular. This 
conclusion can be drawn from consolidating several statements. Prediscan and Sacui 
(2011, p. 698) state the following: “Given the fact that changes that may take place in 
organisations are extremely diverse, the models recommended by experts for their 
implementation in the organisation are also extremely diverse”. The authors suggest that 
measures chosen to reduce employees’ resistance should vary depending on the 
change that is desired to achieve. Al-Haddad and Kotnour (2015, p. 254) agree that “the 
method has to be well aligned with the organisational change type”. Also Shin et al. 
(2012, p. 743) miss a “rigorous test of the effect of organisational inducements and 
psychological resilience on employees’ change-related attitudes and behaviors by 
investigating multiple organisations”. Since outsourcing appears to be an extreme form 
of change that often bears far-reaching consequences for the affected employees, as 
detailed in the next sections, measures taken to lead employees through such a 
challenging project have to be, at least partly, adjusted to the specific oursourcing 
settings.  
 
1.1 Research scope 
Organisational development assumes that individuals, groups and organisations can be 
influenced to serve specific goals (Wimmer & Trebsch, 2004). One organisational option 
to achieve business goals is outsourcing, which usually represents sudden and drastic 
change (Becker & Labucay, 2012; Winter et al., 2008). Outsourcing is commonly 
understood as the shifting of certain operational activities previously accomplished using 
internal staff and resources (Mitchell, 2015; Elmuti, 2003) to an internal or external third 
party (Blöse, 2006).  
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Figure 1.1: Outsourcing as an element of organisatisonal development (own illustration) 
 
The aim of organisational development is to prepare a company or organisation for the 
challenges it might face in the future and to strengthen its competitiveness compared to 
both other domestic and international organisations. On the one hand, processes and 
methods in a company are being constantly improved to increase the efficiency and 
speed of operations within the current setting. On the other hand, radical change is 
discontinuous, impacting the organisation far more as they typically have a major impact 
on the business envirionment as well as on the employees. Outsourcing is a typical type 
of a radical change which frequently has major consequences, particluarly for the 
employees. 
 
Goals set by outsourcing may vary: cost reduction, increase of personnel capacity, 
introduction of flexibile salaries, shift of focus to core competences or minimisation of risk 
(Sohail & Sadiq, 2012; Balze et al., 2002; Picot & Maier, 1992; Elmuti & Kathawala, 
1998). “These changes have significant effects on the perceived well-being of a firm's 
employees” (Böckerman & Maliranta, 2013, p. 879). Sohail and Sadiq (2012) conclude 
that some negative impact on part of the staff can hardly be avoided. Oreg (2006) points 
out that employees resist the consequences of change more than the change itself. 
Referring to Garcia-Cabrera and Hernandez (2014, p. 444) “employees resist the 
negative consequences that the change will have for them such as changes in the 
individidual’s job security and economic benefits or social integration in the organisation”. 
Thus the aim is to influence employees’ perception in the direction of positive 
expectations from the upcoming changes and thus reduce their negative attitude to new 
realities caused by the outsourcing process. 
 
Organisational development
Continuous improvement Restructuring
• Focus
• Processes
• Methods
• Administration
• Efficiency improvement
• Planned, incremental, continuous
• Focus
• Hedging of the economical
basis
• Increase of chances regarding
future occasions and incidents
• Radical, discontinuous
Outsourcing
• Outsourcing of operational 
functions and tasks
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To achieve that, it is particularly important to take into considaretion the initial perception 
of the employees. It is necessary  to search for specific factors that may influence their 
attitude towards outsourcing in order to steer it effectively. 
 
1.2 Initial model of outsourcing from employees’ perspective 
Outsourcing affects almost all employees working in the concerned part of the 
organisation. Sohail and Sadiq (2012) point out that some negative impact on some 
employees can hardly ever be avoided. Employees may either be affected directly 
because their position is subject to outsourcing, or perceive the situation negatively, 
merely through the changes in their work environment. From an individual employee’s 
point of view, consequences of outsourcing can be numerous. Accordingly, the 
behaviour of them will take many different forms and emerge for many different reasons 
(Dawson, 2003). Hence, the employees perceive and treat changes in significantly 
different ways (Durisic-Bojanovic, 2015; Garcia-Cabrera & Hernandez, 2014; Oreg, 
2006). Thereby, change is often emotional and negative emotions arise as a result of the 
disruption that individuals associate with change (Rafferty & Jimmieson, 2016). On the 
upside, outsourcing may result in: positive job rotation; opportunities for personal 
development; professional promotion or reduced workload. On the downside, however, 
negative consequences can include limitations in: personal development; relocation; 
salary reduction or even job loss. Hence, reactions to change represent a 
multidimensional psychological construct encompassing cognitive, affective, 
behavioural, and motivational components (Ozdemir et al., 2016). It is well known that 
the fear of negative impact caused by radical change can lead to resistance (Garcia-
Cabrera & Hernandez, 2014; Oreg, 2006; Dent & Goldberg, 1999; Becker & Labucay, 
2012). Referring to Lewin’s vector theory, Rothermund and Eder (2011) observe that the 
impact of outsourcing on individuals is a consolidation of direct consequences as well as 
indirect effects and additionally depend on private and personal circumstances. Garcia-
Cabrera and Hernandez (2014, p. 442) add, that “resistance is determined by a large 
number of antecedents having to do with the individual, the organisational and the 
change context”, meaning the change process and the change content. Sypniewska 
(2013) sees the same situation for job satisfaction. The summary of impacts, perceptions 
and attitudes shape an individual position regarding outsourcing and result in resistance 
or support, respectively. Ming-Chu and Meng-Hsiu (2015, p. 178) add an aspect of 
individual characteristics. They emphasise, that the “satisfaction and commitment to 
change of employees will be higher when they have more positive psychological capital” 
such as “employees' welfare, employees' personal objectives, employee contribution, 
assist employees in carreer/professional development and proud of employees' efforts”. 
Finally, the motivation of employees for outsourcing is highly dependent on numerous 
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individual components (Rothermund & Eder, 2011). Organisational development 
generally assumes that individuals, groups and organisations can be influenced to serve 
specific goals (Wimmer & Trebsch, 2004). Thus the aim should be to influence 
employees’ perceptions in the direction of positive change expectations while reducing 
negative attitudes in regard of the faced outsourcing reality.  
 
Figure 1.2 shows the initial model of an outsourcing project from employees’ perspective 
underlying this research. The model is basically an arrangement of the specified criteria 
in a flow-chart. The beginning is the initial situation of the employees facing the 
consequences of the outsourcing decision. The evaluation of the intitial situation is 
inducing the individual position of the employee. This position can be influenced in order 
to strengthen existing motivation or to reduce negative perceptions. Those influencing 
factors are the object of the thesis. 
 
 
 
Figure 1.2: Initial model of outsourcing from employees’ perspective (own illustration) 
 
Subsequent this thesis provides a review of literature, both particular outsourcing and 
unspecified change management from various perspectives. Accordingly an empirical 
study was designed to investigate employees’ experience in several outsourcing 
settings. Finally, the findings were analysed and discussed in order to provide 
contribution to the existing body of literature and to professional practice. 
Outsourcing 
decision within
organisational 
development
Motivation 
due to
opportunities
Reservation 
due to risks
and fears
Direct impact
Indirect impact 
caused by affected 
colleagues
Company induced impact
Individual 
private and
living situation
Individual employee impact
Individual 
level of
motivation for
realisation
Group related
influence factors
Individual related
influence factors
Strengthening
of existing
motivation
Reduction of
fears
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2 Literature review 
2.1 Introduction 
The research on the existing literature has been conducted in four steps. The aim of the 
first step was to identfy and analyse literature on outsourcing with focus on the individuals 
affected by this company-driven activity. The main sources were journal articles on 
outsourcing that deal with the issues concerning the affected staff and the company’s 
management and take the perspective of the employees. The relevant aspects of the 
articles were clustered into four groups. Even if the primary interest of this thesis is 
outsourcing, the literature on change in general was reviewed too as it might deliver 
insights which can be applied specifically to outsourcing and which are not part of the 
existing outsourcing literature. Therefore, in the second step the same approach was 
applied to analyse the literature on change. However, compared to the first step, besides 
articles on change management also some basic literature of several research domains 
were considered, which helped to identify the aspects relevent for the change 
management. In the third step the results of these two literature reviews were compared 
and discussed. The aim of the fourth step was to draw conclusions and decide whether 
the existing literature appears to be sufficient for the objective of this study: deliver a 
guideline that would help to lead the employees through an outsourcing project. 
 
Compared to the change management literature, the exisiting body of research with 
focus on the management of outsourcing regarding its effect on the employees, is limited. 
According to Zimmermann and Ravishankar (2016), the literature mainly focuses on the 
importance of onshore level processes rather than on the offshore employees. The 
research deals mostly with company strategies, company target achievement and 
performance or customer-supplier relationship. Studies that focus on the employees 
primarily aim to analyse their performance after the change or their job satisfaction in the 
new environment. Thus, there is a gap in understanding employees’ perceptions of 
outsourcing. 
 
2.2 Review of the literature on outsourcing and related domains 
2.2.1 Forms of outsourcing and consequences 
“In this rapidly changing era of information, organisations have to adapt to changes 
occuring around them in order to sustain their existance, to become more productive, to 
effectively attain their goals, and to increase their level of competitiveness” (Ozdemir et 
al., 2016, p. 289). “Continuously rising automation and robitisation (“internet of things”) 
is driving many organisations to re-evaluate their “shoring” decisions from both a 
manufacturing and a supply perspective” (Bals, 2017, p. 1). One strategy to increase the 
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level of competitiveness on such a business area is outsourcing. Varadarajan (2009, p. 
1166) states that “there is a need for firms to move away from a narrow view of 
outsourcing to a more expansive view that sytematically identifies and delineates 
potential opportunities for outsourcing to a broader array of external entities.” There is 
some evidence that outsourcing strategies may have advantages, at least in the long-
run financial performance (Kalaignanam & Varadarajan, 2012; Gilley & Rasheed, 2000). 
However, Bals (2017) recommends decision-makers weighting the relative benefits and 
the risks of offshoring, nearshoring or reshoring. One reason can be that “outsourcing 
has the potential to cause ripple effects throughout the entire organisation” (Gilley & 
Rasheed, 2000, p. 764). According to Schillen and Steinke (2011), outsourcing as a 
major organisational change is often initiated without considering the effect on the 
employees.  
 
In the literature there is a common understanding about the definition of outsourcing: 
outsourcing implies that an organisation decides to move selected activities from in-
house to a third party or an external supplier through a formal contract arrangement 
(Mitchell, 2015; Varadarajan, 2009; Kalaignanam & Varadarajan, 2012; Gilley & 
Rasheed, 2000; Blöse, 2006; Picot & Maier, 1992; Sohail, 2012; Elmuti, 2003). 
Outsourcing exists in various forms. “Shoring options can be classified along 
geographical and governance dimensions” (Bals, 2017, p. 2). All of them have specific 
consequences for the organisation and their workforce. In general, it can be distiguished 
between internal and external outsourcing (Balze et al., 2002). Referring to Kalaignanam 
and Varadarajan (2012), there are four broad sourcing options: domestic internal 
outsourcing, offshore internal outsourcing, domestic external outsourcing and offshore 
external outsourcing.  
 
Figure 2.1: Forms of outsourcing (according to Kalaignanam & Varadarajan, 2012, p. 
359) 
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Internal outsourcing can be defined as transferring business activities from one captive 
business unit or location to another (Blöse, 2006; Balze et al., 2002). Some authors add 
to this definition that often the dedicated business unit becomes a spin-off of the 
organisation (Balze et al., 2002; Picot & Maier, 1992; Fröhlich, 2001). External 
outsourcing is the transfer of business activities to a third party outside the organisation 
(Blöse, 2006; Picot & Maier, 1992; Balze et al., 2002). Offshoring “involves international 
relocation of disagrregated firm value chain activities” (Bals, 2017, p. 2), which means 
“work is moved outside the home country and has therefore geographical connotations” 
(Mitchell, 2015, p. 137). A further differentiation is about the employees. In one option 
the impacted employees are transferred over to the third party as well, in another option 
the employees stay within the organisation (Sohail, 2012; Fröhlich, 2001) and get new 
tasks or are dismissed.  
 
“Outsourcing is not a new topic, often it was called “make-or-buy” decision” (Ellram et 
al., 2008, p. 149). In the past decade there has been a significant growth in organisational 
restructuring and, in particular, the use of outsourcing and subcontracting of work (Bals, 
2017; Huws, 2012; Gilley & Rasheed, 2000; Schillen & Steinke, 2011; Walsh & Deery, 
2006). Referring to Schillen and Steinke (2011, p. 64), “research suggests that this trend 
is expected to continue”. Lacity et al. (2009) also see a growing trend that is expected to 
affect organisations in the future facilitated by the increasing standardisation of business 
processes. However, Bals (2017, p. 1) refers to the “business press and other related 
studies” and sees a trend to reshore to the home country, however he does not talk about 
insourcing. According to Bals, “14% of companies have concrete plans to reshore to their 
home country in the near future and 38% are convinced that their competitors have 
already practiced reshoring activities”. Certainly, major political decisions, as for instance 
the election of Donald Trump as president of the United States and his politico-economic 
course or the Brexit can have enormous impact on strategic decisions of organisations. 
On the other hand, according to Manning et al. (2015, p. 851) it is “well known, that 
providers in business-to-business industries often follow the global footprint of major 
clients to generate co-location advantages”. In sum, several trends of outsourcing have 
been observed in the recent years, and “rightshoring” seems to remain manifold.  
 
Regarding the question “what kind of firms tend to undertake outsourcing”, Lacity et al. 
(2009) indicate that some industries might be more likely to outsource than others. 
However, since researchers use many different industry classifications, no clear list of 
particular industries is available. Lacity et al. (2009) argue, that about half of the studies 
consider the size of the companies to be irrelevant, a quarter of the studies found that 
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smaller firms are more likely to outsource, the remaining ones argue the opposite. 
Furthermore, about a third of the studies claim the kind of industry plays no significant 
role whereas in the two thirds of the studies the authors believe it does. However, the 
authors could not identify a clear pattern because of the variety of ways researchers 
operationalise “industry”. Nevertheless, there seem to be three types of companies that 
are more likely to outsource than others. According to Lacity et al. (2009), companies 
with lower profit and earnings per share are more likely to outsource. Gilley and Rasheed 
(2000, p. 788) suggest that “the benefits of outsourcing may be more fully realised by 
firms pursuing cost leadership and innovative differentiation strategies”. Furthermore, 
Manning et al. (2015) argue that the firms particularly from Western Europe and the US 
outsource business processes to specialised providers across the world. 
 
In terms of “what” firms outsource, the scope is manifold. Typical business activities are 
IT, marketing, technical services (Huws, 2012; Varadarajan, 2009), accounting 
(Varadarajan, 2009), logistics, administrative and management functions, engineering 
(Huws, 2012), training and payroll activities (Gilley et al., 2004) as well as manufacturing 
(Varadarajan, 2009; Kalaignanam & Varadarajan, 2012). Exceptions are only the 
activities in which the company “could achieve a unique competitive edge” (Quinn & 
Hilmer, 1995, p. 56). These are predominantly core competencies and the market 
strategy (Quinn & Hilmer, 1995). 
 
Many companies still make decisions that are largely based on price or low labour costs 
(Bals, 2017). Apperantly, cost savings are the predominant reason for both domestic and 
offshore outsourcing (Ellram et al., 2008). Indeed, many authors specify cost savings as 
a reason for this shoring strategy (Bals, 2017; Varadarajan, 2009; Ellram et al., 2008; 
Elmuti & Kathawala, 2000; Lacity et al., 2009; Gilley & Rasheed, 2000; Kalaignanam & 
Varadarajan, 2012). For instance, Kalaignanam and Varadarajan (2012) point out that 
the emergence of a low cost, high speed, global communication network and information 
processing network has enabled an increasing number of firms to outsource specific 
elements of customer management to low-cost countries. However, there are many 
additional factors and functional areas that could also influence the decision making 
process regarding the shoring strategy (Bals, 2017). Factors that are mentioned 
conspicuously often are the focus on core competencies (Quinn & Hilmer, 1995; Gilley 
et al., 2004; Gilley & Rasheed, 2000) as well as innovation and access to skills (Quinn & 
Hilmer, 1995; Kalaignanam & Varadarajan, 2012; Lacity et al., 2009). Further ones are 
performance, market share, productivity, customer satisfaction, quality (Elmuti & 
Kathawala, 2000), flexibility (Ellram et al., 2008; Lacity et al., 2009), risk reduction (Quinn 
& Hilmer, 1995; Kalaignanam & Varadarajan, 2012), returns of internal resources (Quinn 
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& Hilmer, 1995), political reasons (Lacity et al., 2009), cycle time (Elmuti & Kathawala, 
2000; Quinn & Hilmer, 1995), asset reduction (Gilley & Rasheed, 2000) and the “Globval 
Delivery Model”, which means access to services round the clock (Manning et al., 2015). 
 
On the downside, outsourcing strategies entail risks and challenges for both the 
organisation and the employees. Especially offshore outsourcing creates both new 
opportunities and often unrecognised hazards which may limit the prospects of a 
company (Ellram et al., 2008). Zimmermann and Ravishankar (2016, p. 563) emphasise 
that “tensions between outcomes for the firm and for the employees are likely to impede 
offshoring success”. With regard to the envisaged improvement factors, several authors 
identified some reasons why “outsourcing initiatives do not necessarily fulfill all the 
expectations” (Barthélemy, 2003, p. 87). Concerning cost advantages, the costs and 
complexity of managing an outsourcing project are sometimes underestimated or the 
transaction costs are ignored (Ellram et al., 2008). Furthermore, the long-term cost of 
unanticipated consequences can overshadow the expected savings (Gilley & Rasheed, 
2000; Lacity et al., 2008; Ellram et al., 2008). Lacity et al. (2009) list several risks that 
might emerge during outsourcing and thus lead to disappointment: weak management, 
inexperienced staff, business uncertainty, outdated technology skills of the vendor or 
lack of organisational learning. In contrast to some authors, Gilley and Rasheed (2000) 
argue that outsourcing might have a negative effect on the innovation performance of a 
company. 
 
Outsourcing can certainly affect job satisfaction of the employees (Schillen & Steinke, 
2011; Böckerman & Maliranta, 2013) or endanger their employment (Böckerman & 
Maliranta, 2013). The consequences may include the loss of trust (Schillen & Steinke, 
2011), loss of motivation (Zimmermann & Ravishankar, 2016; Schillen & Steinke, 2011) 
or occupational stress (Storseth, 2006; Schillen & Steinke, 2011). Furthermore, Schillen 
and Steinke (2011) list some factors that may emerge as well: reduced commitment and 
changed attitudes, confusion, lower job involvement, turnover intention, job 
embeddedness and organisational self-esteem. Elmuti et al. (2010) also see a risk of 
deterioration of the morale among employees. According to Zimmermann and 
Ravishankar (2016, p. 562) “firms tend to react to these internal challenges by mitigation 
rather than tolerance”. 
 
The existing outsourcing literature concentrates mainly on organisational and financial 
performance (Kalaignanam & Varadarajan, 2012; Gilley et al., 2004), occupational and 
task structures (Böckerman & Maliranta, 2013) or top management commitment and 
support (Lacity et al., 2009). Few of the studies focus on the affected employees and 
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“most of those prior studies focus on the importance of onshore employees level 
processes” (Zimmermann & Ravishankar, 2016, p. 562). By “onshore” they mean 
employees who remain in the company. Logan et al. (2004) conclude that management 
researchers have nearly ignored the employees in this matter. Schillen and Steinke 
(2011, p. 72) request further research “to determine the impact that an outsourcing has 
on employee perspective in particular” and about “what other variables can moderate a 
decrease in employee motivation during organisational change such as outsourcing”. 
Zimmermann and Ravishankar (2016, p. 549) identified a “lack of research on the 
interactions between offshoring strategy and such employee level perspective”, and 
Walsh and Deery (2006) add a lack of research on employees’ attitudes to work in 
outsourced firms. 
 
As it is necessary to consider the relationship between outsourcing strategies and the 
level of employees’ motivation in order to better understand the implementation and 
success of such a change (Zimmermann & Ravishankar, 2016), this thesis focuses on 
the elements that support an outsourcing process from employee perspective. Referring 
to Schillen and Steinke (2011, p. 65), “these challenges must be recognised, considered 
and addressed if an organisation wishes to maintain a healthy workforce that is able to 
function at its maximum capacity”. Subsequent highlighted aspects from outsourcing 
literature are explicated. 
 
 
2.2.2 Target setting 
In accordance with the theories of Lewin (1947) and Kotter (1995), Schillen and Steinke 
(2011) point out that it is essential to create a sense of urgency for the change within the 
workforce. They also underscore that a clear vision about the opportunities that 
outsourcing provides to the company and the employees needs to be clearly 
communicated. Kansal and Chandani (2014, p. 213) confirm the view that there is a need 
to “create goals, values, vision and policies of the new company and to communicate 
clearly”. This vision should be repeated as often as possible as a kind of “mantra” (Kansal 
& Chandani, 2014). Elmuti (2003) adds that outsourcing must have a specific goal and 
should be tracked by measurable objectives and quantifiable outcome. Regarding 
employees’ motivation, Morin et al. (2016, p. 842) in their “five beliefs” argue that “the 
change has to have value for the employees personally”.  
 
Following Schillen and Steinke (2011), the perspective of the employees the “sense of 
urgency” has two dimensions. Not only the need from company view but also the urgency 
for the workforce has to be demonstrated. Researchers do not elaborate which criteria 
or perspectives have to be prepared, evaluated and explained to achieve the desired 
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“sense of urgency”. Objectives and tracking are insufficently explained. If in an 
outsourcing project many employees are made redundant or have to leave the company 
and change to a third party, the vision and goals have to be defined very carefully and 
with consideration of both perspectives – that of the company and of the employees. 
 
2.2.3 Management behaviour and support 
“It is unreasonable for organisations to expect acceptance for change on the part of the 
affected employees without support starting on the top” (Schillen & Steinke 2003, p. 69). 
Transferring the suggestion of Kandal and Chandani (2014, p. 213), the “first step should 
be to setup a project team comprising of senior executives from both organisations”. In 
case of outsourcing this would mean a management team from the outsourcing company 
and the receiving organisation. According to Grant (2012), managers can enhance 
perceptions of prosocial impact by transformational behaviour and by modifying the 
relationship between the employer and the staff, for example, by underlining the value of 
the latter for the company (Brooks, 2006) and by managing employees’ perception of the 
effect an outsourcing may produce. In other words, managers must develop a better 
understanding of employees’ perceptions and fears (Schillen & Steinke, 2011) as well 
as of their needs, behaviour and attitude to outsourcing (Yap & Webber, 2015; Kansal & 
Chandani, 2014) and demonstrate their own commitment (Schillen & Steinke, 2011). 
Such understanding would allow managers to address concerns in a constructive way 
as they arise throughout the whole outsourcing process (Logan et al., 2004; Huws, 2012) 
and react accordingly. Storseth (2006) talks about “occupational stress” people suffer 
from if they face job insecurity caused, for instance, by outsourcing. Yap and Webber 
(2015) recommend developing a “strategic people plan” considering the impact on the 
employees after conducting an analysis of individuals’ needs, behaviour and attitudes. 
To allay the anxieties and fears, Huws (2012, p. 17) sees “effective consultation, at both 
a collective and individual level as essential”. In other words, intensive support of the 
affected employees by the company’s managers is crucial for the successful change and 
employee engagement (Alvi et al., 2014). For that, sufficient capacity and time have to 
be considered (Zimmermann & Ravishankar, 2016). Concerning the required type of 
managers, Yap and Webber (2015, p. 59) argue that “there is a strong correlation 
between emotionally intelligent leaders and the overall employee commitment to the 
organisation”. 
 
To convince employees of the sense and the necessity of change is crucial for the 
success (Koch, 2004). Researchers underscore a clear demand for the direct contact 
with the workforce and support from them. Once this contact is established, managers 
will gain a better understanding of the needs and attitudes of the employees and will be 
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able to support them accordingly. However, it remains unclear how managers can 
provide this support on an individual level to achieve a win-win situation for the company 
and the employees.  
 
2.2.4 Trust 
An indispensable prerequisite of a successful outsourcing management is trust in the 
management. With regard to mergers and acquisitions, Kansal and Chandani (2014) 
underscore that trust is integral to build up knowledge. According to Tam and Lim (2009), 
trust is defined as employee’s readiness to be vulnerable due to the actions of the 
organisation, whose behaviour and actions he or she cannot control. Morin et al. (2016, 
p. 843) add that “trust in the management and perceptions of justice are likely to be 
associated with the belief that management will continue to provide employees with the 
support they need to adapt to changing conditions”. This is a clear request to the 
management to do everything they can to reduce the negative consequences of 
outsourcing and to find individual solutions. In the end, employees should be confident 
that the employer will not put them at risk or do them harm by the outsourcing (Logan et 
al., 2004; Jones & George, 1998). 
 
However, it is practically impossible to avoid risk or harm completely. The authors do not 
explain how this ambitious target can be achieved. From an employees’ perspective this 
would mean that a solution or perspective would have to be found for all individuals, even 
in case of redundancy. These might include support in the search for alternative jobs, 
various compensations or offer of an intermediate solution. Finally, the target is extensive 
individual support rather than confidence not being undermined. 
 
2.2.5 Communication and participation 
Companies that decide to introduce outsourcing should ensure that they are involved in 
an open and honest communication with their staff (Schillen & Steinke, 2011). The 
communication flow has to be continuous throughout the outsourcing process (Elmuti et 
al., 2010; Schillen & Steinke, 2011) and should start as early as possible (Kansal & 
Chandani, 2014). Another highly important task is to avoid rumors. Barthélemy (2003) 
points out that rumors lead to counterproductive anxiety and premature resignation. 
Zimmermann and Ravishankar (2016) underscore the necessity to invest into face-to-
face meetings with the employees and engage in a dialogue on an individual basis. The 
two-way communication, according to Huws (2012), can be used to improve the 
organisation and is a driver for employee engagement as well. Regarding participation 
in an outsourcing activity, Elmuti et al. (2010) suggest that managers encourage workers 
to participate in the decision-making process and to take responsibilty for their actions. 
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“Employees must feel that they have control over their work and are capable to having 
an impact on the way changes are implemented” (Morin et al., 2016, p. 841). According 
to Zimmermann and Ravishankar (2016), during the outsourcing process people prefer 
to interact with their in-group members rather than out-group ones. “In-group” members 
share the same problem which they perceive as a burden due to the outsourcing 
decision. To accomplish this aspect and to use it for outsourcing management, some 
authors suggest launching a managed exchange platform which might contribute to 
better understanding of attitudes and perceptions. This might be for instance a virtual 
room in the intranet or another company internally used communication media. In section 
2.3.3, communication aspects are explored in the context of change generally, not 
particularly regarding outsourcing. 
 
The insights of the cited authors give a clear basic guideline about the close and 
continuous contact to the employees and the necessity of a dialogue throughout the 
outsourcing process. Nevertheless, it remains open where the process starts and where 
it ends. The most all-encompassing approach would be to start with the evaluation of the 
status quo until the closure of the transition phase in a new company until all employees 
have a satisfactory individual solution. Elmuti et al. (2010) write about the need of 
participation in the decision-making process. However, it remains unclear whether it 
concerns decisions regarding the outsourcing or decisions on the ways how to carry out 
the project. It can be questioned if employees who are going to lose their jobs are 
objective enough to support a decision-making process for this kind of radical change. 
 
2.2.6 Summary of aspects  
Figure 2.2 shows an overview of the findings from the outsourcing literature review 
regarding the ways to guide employees through outsourcing initiatives. 
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Figure 2.2: Aspects to consider in order to better guide employees through outsourcing 
based on literature on outsourcing and similar domains (own illustration) 
 
With regard to the workforce it is conspicuous that the focus in the literature on 
outsourcing seems to be on achieving or improving productivity and performance rather 
than on guiding of the affected employees through an outsourcing process. In addition, 
the research is mainly done on the remaining employees (Zimmermann & Ravishankar, 
2016), whereas those who have to leave the company are mostly unconsidered. Since 
the literature on change management focuses more on the individuals within an 
organisational change, the next section scrutinises some relevant aspects of radical 
change. 
 
2.3 Review of the literature on change  
Several researchers agree that employees are a crucial success factor and a driver of 
change processes in organisations (Porras & Robertson, 1992; Tetenbaum, 1998, 
Miebach, 2007; Ning & Jing, 2012; Shin et al., 2012). To identify the aspects that enable 
supporting employees through radical changes, six relevant research domains are 
reviewed below. After extracting the insights from each, a structured summary of the 
significant aspects is presented in form of clusters. These clusters are presented in the 
tables 4.1 to 4.4 and contain all key statements from the reviewed research domains. 
The identified clusters have been explored in an emprical study dedicated to outsourcing 
settings. 
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2.3.1 Organisational aspects 
Elstak et al. (2015) point out that several scholars recommend reducing the uncertainty 
factor in order to better support the employees. Collins (1998) emphasises “uncertainty 
avoidance” as a target for the management in the early phase of a change project. 
Woolsey-Biggart (1977) underlines that to prepare for a change consistent rejection of 
current processes and structures is required before new ones can be established. An 
objective or induced instability and revision of the status quo serves as a trigger for 
change (Pettigrew, 2011; Rohac, 2009). By consciously breaking the status quo, the 
employees are supposed to be better motivated to engage in and innovatively work on 
new target-orientated solutions depending on the organisational context (Müller-Jentsch, 
2003). 
 
To better reach the employees, management has to provide them with accurate and 
comprehensible information concerning the reasons behind and the outcome of the 
planned activities (Mast, 2008a). Ming-Chu and Meng-Hsiu (2015) add that to be able to 
support the organisation employees need to understand the change as legitimate and 
rational. The targets and directions should be defined or at least shared with the affected 
persons or other stakeholders so that these can actively participate (Ertürk, 2008; 
Wanberg & Banas, 2000; Wanous et al., 2000; Preisendörfer, 2008; Doppler et al., 2002; 
Kieser, 2006). The clearly defined targets have to be measurable in order to boost the 
employees’ motivation (Woolsey-Biggart, 1977). Several authors point out that 
participation has become a key element of organisational development (Doppler et al., 
2002; Schön & Petz, 2006; Preisendörfer, 2008; Müller-Jentsch, 2003), the aim being to 
reduce resistance in combination with open communication and feedback (Weick, 2016; 
Ming-Chu & Meng-Hsiu, 2015). Baltz (1976) even supposes that the power of resistance 
to change is inverserly proportional to the intensity of participation. However, Garcia-
Cabrera and Hernandez (2014) indicate that not all employees respond to participation 
positively. Hence, it is important to “pacify” the affected employees systematically in 
regard to the restructuring project and its consequences (Doppler et al., 2002; 
Tomaschek, 2006). If employees have fear or suffer from additional stress without any 
positive prospects, they develop negative attitude to the restructuring (Doppler & 
Lauterburg, 2000; Swanson & Power, 2001; Bär et al., 2007). 
 
Not only the opportunities but also the impact on employees due to change have to be 
clearly depicted (Ning & Jing, 2012). Furthermore, recognition and handling of concerns 
is a key element for the successful realisation of restructuring projects (Ning & Jing, 
2012; Rosenstiel & Comelli, 2009; Doppler & Lauterburg, 2000). Doppler and Lauterburg 
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(2000) argue that ignoring these resistances has direct impact on the target realisation. 
On the other hand, if employees feel support from the company to overcome challenges 
and threats induced by the change, they would believe that the company cares for them 
(Ming-Chu & Meng-Hsiu, 2015). The early involvement, which implies a policy of “an 
open door”, readiness to listen to the employees and thus awareness of their fears and 
doubts, would enable an organisation to get an understanding concerning progress and 
necessity to take action (Kotter, 1995; Dibella, 2007; Balogun & Johnson, 2004; Baltz, 
1976). To be able to react accordingly, the company has to notice, interpret and follow 
up the multiple perceptions of the affected individuals (Balogun & Johnson, 2004). 
 
There is wide conformity in the literature that the rejection of the status quo is the crucial 
trigger point for organisational change and that the workforce has to be informed 
comprehensively. The influence of the measurability of target achievement and the 
related indicators need some differentiation. The authors do not distiguish between 
incremental change within an organisation, radical changes or specifically outsourcing. 
Furthermore, it remains unclear if the respective indicators have to be defined from 
business perspective or maybe from the point of view of an employee as well. Similarly, 
many authors agree that participation is a very important element for successful change. 
However, no differentiation is made between the types of change and the respective 
level of participation, especially concerning participation in the decision-making process. 
Authors agree that it is crucial to understand and address the concerns and fears of the 
employees and to clearly explain the positive and negative outcomes of change. 
However, the behaviour of the participants during the transition phase from 
organisational perspective has not been examined so far. 
 
2.3.2 Motivational aspects 
To raise awareness of the necessity of change, specifically of restructuring, management 
has to provide for a well-founded explanation of the current situation (Schein, 1992). 
According to Rohac (2009), individuals get motivated for change as soon as they realise 
that their specific personal expectations and needs cannot be satisfied within the current 
reality. As a result, they are willing to close the existing or an arising gap. Regarding the 
priorisation of these personal aims, Weiner (1994) shares the view suggested in the drive 
theory: motivation and activity to achieve targets depends on the significance they have 
for an individual and the likelihood of their achievement. He assumes that the validity of 
a target is proportional to the intensity of a need and the relative distance of an individual 
to the target situation. Hence, motivation is a product of dissatisfaction and a matter of 
vision and positive experience (Doppler et al., 2002), which is basically the underlying 
model of the expectation-x-theories. It can be inferred that in restructuring projects 
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management has to formulate a vision and aim derived from the initial situation (Shum 
et al., 2008) and to explain the congruence between the organisational vision and the 
change initiative (Parish et al., 2008). In this unfreezing phase management has to make 
a clear statement regarding the opportunities for professional development that will arise 
due to change (Sohail, 2012) and, on the other hand, the consequences to be expected 
(Shum et al., 2008). Lewin (1947) recommends that attitudes of the employees are 
recognised and analysed in order to provide better guidance through the unfreezing 
phase. Kotter (1995) underlines that to increase motivation the sub-ordinate targets have 
to be defined. During the realisation phase, the achievement of milestones and even 
small wins shall be celebrated to tackle employees’ pessimism (Kotter, 1996; Weick, 
1984). Positive experience helps to generate and strengthen motivation (Seo et al., 2007; 
Rosenstiel & Comelli, 2009; Doppler et al., 2002). According to Ozdemir et al. (2016), 
during the implementation process it is crucial to positively channel the attitudes of 
employees towards the change. The more employees are convinced about the positive 
effect for achieving their individual goals in the course of a restructuring project, the 
higher is their motivation to support the project. Rosenstiel and Comelli (1996) propose 
additional intrinsic motivation factors such as self-dependence, responsibility and 
freedom of action, diversification as well as stregthening of social contacts. 
 
In contrast to the organisational view, many authors recommend creating the “sense of 
urgency” on an individual level. It means that employees realise that in the current reality 
their personal expectations can no longer be met. Thus the focus has to be not only on 
the company but also on the individuals which appears to be important particularly in 
case of outsourcing with often major consequences for the employees. Hence, in case 
of outsourcing the aim and the vision of the change should be formulated taking into 
account both perspectives. This idea is not specifically elaborated in the literature on 
organisational development. The authors consistently underline that positive and 
negative consequences have to be depicted. Accordingly, this is expected to be of high 
importance in radical changes. Another topic emphasised both from the organisational 
view as well as from the motivational perspective is the definition and tracking of targets 
and sub-targets. However, celebration of the achievements seems to be questionable 
with regard to outsourcing seen from an employee perspective. As outsourcing typically 
has a major impact on the workforce, the recommendation to observe and channel their 
perceptions and reactions seems to be particularly relevant. 
 
2.3.3 Communication aspects 
The aim of communication in change projects is to initialise change in the workforce, in 
other words, to influence their attitudes and habits (Pfannenberg, 2003; Mast, 2008b; 
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Deekeling & Barghop, 2003). In the end, to enable change employees should become 
involved (Mast, 2008b). An important factor to gain commitment is to involve them in the 
change process as early as possible (Ptak & Noel, 1998; Koch, 2004). The employees 
should be encouraged to question the status quo, which is a pre-condition for change 
(Mast, 2008b; Koch, 2004). Several researchers (Miebach, 2007; Mast, 2010; Schick, 
2004; Koch, 2004; Deekling & Barghop, 2003; Rhodes, 1997) argue that clear 
statements providing dates and facts have to be issued at an earliest stage possible and 
specify what change is about: what targets and potentials shall be achieved and why; 
who might be affected by the project and, finally, what will be done to reduce the negative 
consequences.  
 
Mast (2010) advises to explain the development and consequences to be expected if the 
change project would not be executed. In addition, the content, timeline and sub-ordinate 
targets have to be explained. The targets have to be measurable (Einwiller et al., 2008). 
The communication concept shall consider possibilities for feedback from the employees 
by using direct and open discussions in order to avoid misunderstanding and 
misinterpretation (Schick, 2004; Mast, 2008b; Deekeling & Arndt, 2006). The 
communication style has to be clear and audience-orientated; otherwise mistrust and 
rejection may occur (Lauer, 2010; Deekeling & Arndt, 2006; Mast, 2010). In addition, it 
is important to provide a continuous storyline with recurrent and intelligible key terms 
(Deekeling & Barghop, 2003; Mast, 2010).  
 
To reach the staff, communicators should put themselves into the position of employees 
(outside-in perspective) to better understand their perspectives, environment, needs and 
interests and to be able to react accordingly (Aretin, 2003; Einwiller et al., 2008; 
Deekeling & Arndt, 2006). All inquiries, wishes and doubts arising in the course of 
communication have to be addressed (Koch, 2004). Deekeling and Arndt (2006) point 
out that stakeholders are the key persons with decisive relevance for the success of 
change projects. During the implementation phase, information on progress and the 
following steps should be constantly shared with the employees (Shum et al., 2008; 
Wanberg & Banas, 2000; Stanley et al., 2005). To gain trust in the management and in 
the change initiative, significant components are the perceived quality of shared 
information (Miller et al., 1994; Qian & Daniels, 2008) and participation (Devos et al., 
2001; Mast, 2010) . 
 
The key message of preferably early involvement of the impacted employees and the 
clear communication of positive as well as negative consequences correlates with the 
previous sections and earlier mentioned perspectives. The explanation of alternative 
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scenarios and consequences require solid preparation beforehand. The goal is to 
demonstrate that the organisation takes the destiny of its staff seriously and is aware of 
the potential pain. Buchanan and Boddy (1992, p. 17) recommend an open assessment 
of change objectives before implementation in order “to establish ownership among 
those affected” as one out of four items of a participative management element within a 
collaborative approach. As previously highlighted, audience-oriented approach seems to 
be essential. The key message is continuous information throughout the process. 
However, it remains unclear where the process starts and where it ends.  
 
2.3.4 Leadership aspects 
Successful organisations continuously question the status quo and thus prepare the 
required pre-conditions and build up the framework to safeguard the future (Schein, 
2009; Weick & Sutcliffe, 2010; Mast, 2008b). The leadership has a task to design inter-
organisational pre-conditions for the realisation of changes (Weick & Sutcliffe, 2010; 
Mast, 2008b). Thereby the central aspect is accurate, adequate and timely 
communication with the employees to motivate them, as far as possible, to support the 
change (Choi, 2011; Hummel & Zander, 2002). In this process, direct and personal 
contact between the management and the staff enables direct feedback, helps quash 
rumours and generates trust (Wolff, 2010; Richardson & Denton, 1996; Kotthoff, 1998; 
Weick & Sutcliffe, 2010). According to Wolff (2010), the department should be involved 
in the process at an early stage. Furthermore, she emphasises that senior management 
should be closely involved in the communication with the employees. The starting point 
is to explain to the employees the vision, the urgency and the various aspects of change 
(Barthélemy, 2003; Kotter, 1998, Wolff, 2010; Senior & Fleming, 2006). North (2005) 
argues that explanation of the context and the target as well as the capability of the 
organisation to achieve the target based on facts are the pre-conditions for higher 
motivation. Thereby the chances openning for the organisation and employees, e.g., for 
their professional development, have to be emphasised (Choi, 2011; North, 2005; 
Steinkellner, 2007; Miebach, 2007). Shum et al. (2008) point out that the consequences 
for the affected employees have to be depicted clearly, too. The targets have to be clear, 
realistic, achievable and measurable, and there must be a timeline with sub-ordinate 
targets (Hummel & Zander, 2002; Schön & Petz, 2006; Wolff, 2010). For this purpose 
the dialogue with the employees should be held in person since it is ineffective to try to 
change people’s behaviour by communicating via a technological tool (Bolwerk & Groot, 
2015).  
 
A detailed realisation plan should be developed by involving the affected employees 
(bottom-up) according to the defined and discussed vision and the project target (top-
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down) (Balogun & Johnson, 2004; Schön & Petz, 2006; Schnöller & Tasch, 2001; Keddi, 
2008; Hummel & Zander, 2002; Buchanan & Boddy, 1992). According to Buchanan and 
Boddy (1992: p.14), “the underlying assumption is, that if people are able to say “I helped 
to build this”, they will be more willing to live and work with it, whatever it is”. However, 
Dawson (2003) indicates that the level of participation depends on the level of impact. 
He states (2003, p. 18) that “if change is marginal, extensive participation is possible. If 
change is critical, then a strategy of representative participation may prove more 
appropriate”.  
 
To keep the employees up to date, Wolff (2010) recommends regular inter-departmental 
communication. Reward for the delivered performance and the achieved targets is 
according to Kotthof and Wagner (2008) and North (2005) another important motivational 
factor. A further motivational element during the realisation phase of a restrucuring 
project is freedom of action, organisation of a social exchange platform and transfer of 
responsibility to the involved employees (North, 2005; Zeise, 2008; Eyer & Haussmann, 
2003). Many authors emphasise that direct and open communication and handling of 
fears are very important for generation of confidence (Choi, 2011; Schumpeter, 1993; 
Miebach, 2007; North, 2005; Kotthof & Wagner, 2008; Schein, 2009). To enhance this 
confidence, strengthening of individual resources (Shin et al., 2012) and adequate 
training (Choi, 2011; Wolff, 2010) for the future assignments are recommended. Since 
the perceptions and habits of the employees can neither be anticipated by the 
management nor their causality can be analytically understood (Scott-Morgan, 2008; 
Steinkellner, 2007), perception management is required during the whole realisation 
process to track and influence the communication and behaviour (Steinmann & 
Schreyögg, 1997; Steinkellner, 2007). To be able to support their staff, leaders need to 
be familiar with their interests and concerns and adjust the initiatives accordingly (Long 
et al., 2013). For that purpose managers need to have a close contact to the employees 
and be able to notice the need for a change. 
 
The desirable aim is that employees support change; however, the measures 
recommended in the literature suit intra-organisational changes rather than outsourcing. 
To achieve employees’ support, more than just adequate communication is required; the 
affected individuals need active support. The engagement of senior management and 
with that their close contact with the employees are assessed as very important. This 
converges with the organisational and motivational perspectives mentioned above. 
Furthermore, several authors underline the importance of trust, which is particularly 
important if employees expect major consequences for themselves personally. The 
relevance of the company’s vision and the ability to achieve long-term goals might be of 
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minor importance for the workforce as most of them will not be part of this organisation 
anymore. The authors recommend to depict clearly both the positive and the negative 
consequences, which seems to be crucial for radical changes. The involvement of 
impacted employees in the realisation planning might help to gain credibility. However, 
it remains open who should be involved and how – selected employees, stakeholders or 
middle managers. The necessity to stay in dialogue and in close contact with the 
employees is emphasised and seems to be the crucial factor for radical change. Little 
information is available on what this communication concept should look like, especially 
if individuals are uncertain and skeptical regarding the change or distrust the 
management. 
 
2.3.5 Cognitive aspects 
According to Hume, the outside world is not cognisable (Schneider, 1998). This means 
that there exists no subject-independent reality. Referring to Locke, Schneider argues 
that cognition is the reflection of perceptions from primary and secondary sources. 
Individual resistance to change stems from individual assessment of information, which 
in turn reflects personal cognitive characteristics (Garcia-Carera & Hernandez, 2014). 
Gabriel (2008) refers to Descartes that the elementary root for cognition is doubt. Driven 
by these doubts, there exists a cognitive process of reflection, affirmation and negation, 
desire and refusal and finally sensation. This means that cognition generation is an 
interpretative examination of the assimilated reality. In this process the maturity of the 
causal and rational comprehensiveness of incidents and actions is important (Kutschera, 
1982; Ernst, 2010). Applied to reorganisations, it is essential to provide employees with 
clear information in a causal context. Proactive strategies such as communication of the 
vision and mission of change and participation in the process help to achieve better 
comprehension. However, even if perceptions are the same and they are being 
discussed, the employees still have their blind spots (inability to ”see” a particular issue) 
(Bolwerk & Groot, 2015). Therefore Durisic-Bojanovic (2015) emphasises that it is 
important to obtain insights into the psychological barriers to be able to react during the 
process of change. 
 
The cognitive aspects converge with the initial model (figure 1.2) as the attitudes towards 
an outsourcing decision stem from various perspectives and circumstances. The authors 
highlight the relevance of comprehensive explanation and communication. This 
perspective confirms the importance of adequate communication as emphasised in 
previous sections. Nevertheless, the authors primarily focus on the first phases of the 
process that are about understanding the “reason why”. 
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2.3.6 Systemic aspects 
Systems are characterised by actions (Luhmann, 2009), and these actions take place if 
two pre-conditions are fulfilled. One is the aim or, in other words, an outlook to a 
satisfying target situation, whereas the other includes possibilities and capabilities for 
realisation (Luhmann, 2009). For both pre-conditions, communication and detailed 
explanation play a significant role (Simon, 2009). Regarding the explanation of the 
required initiative, alternatives of action shall be discussed. To avoid misunderstanding, 
Luhmann (1987) recommends pre-selecting the possible alternatives that could be 
communicated. The goal of communication seen as a continuous process (Luhmann, 
2009) is the change of recipients’ position in terms of questioning the status quo. The 
willingness to change the position is according to Luhmann (1987) the precondition of 
conduct. He argues that one can count on the employees’ support if they in turn expect 
to obtain some individual benefit. An important element in the change process is the 
stakeholder involvement. If they take over and spread the new approach, the other 
people might follow without an intensive selective evaluation (Luhmann, 1987). The 
communicated aspects and target situation become more objective from the employees’ 
point of view. In addition, it is helpful to explain and justify the reasons for restructuring 
and present the target situation seen from different perspectives in comparison to the 
current situation. Since the behavior of individuals is hard to predict (Willke, 2000; Simon, 
2009), the observation of the perceptions and behavior of affected employees is 
indispensable for the management to be able to react. 
 
The authors emphasise several elements; however, most of the statements focus on the 
unfreezing phase. The implementation and re-freezing phase, according to the three-
phase model of Lewin (1947), (see section 3.4.5) is far less covered. For instance, 
Luhmann (2009) points out the importance of individual benefits but does not specify  
what the system should look like and how management should act to achieve the targets. 
 
2.4 Consolidation of aspects 
 
The literature review showed that several aspects of change management are relevant 
from different research perspectives. Subsequently, these findings are allocated to 
overarching themes and headlines by the author in order to consolidate the statements 
from different domains. First, the extracts from several different change related research 
domains have been summarised into consolidated aspects (second level). Upon this 
steps those aspects have been clustered into main themes (first level). The tables 2.1 to 
2.4 give an overview about this derivation process. 
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Table 2.1: Derivation of influence factors from six research domains section “initial and 
target situation” 
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(K
o
tt
e
r 
1
9
9
6
; 
W
e
ic
k
 
1
9
8
4
)
C
o
m
m
u
n
ic
a
ti
o
n
 o
f 
c
h
a
n
g
e
 p
ro
g
re
s
s
 a
n
d
 
h
o
n
o
u
r 
s
u
p
p
o
rt
M
o
ti
va
ti
o
n
 b
y
 t
h
e
 
e
x
is
ta
n
c
e
 o
f 
p
o
s
it
iv
e
 
e
x
p
e
ri
e
n
c
e
s
 (
S
e
o
 e
t 
a
l.
 
2
0
0
7
; 
D
o
p
p
le
r 
e
t 
a
l.
 
2
0
0
2
; 
R
o
s
e
n
s
ti
e
l 
&
 
C
o
m
e
lli
 1
9
9
6
)
S
h
a
ri
n
g
 o
f 
in
fo
rm
a
ti
o
n
 
d
u
ri
n
g
 i
m
p
le
m
e
n
ta
ti
o
n
 
o
f 
c
h
a
n
g
e
 (
S
h
u
m
 e
t 
a
l.
 
2
0
0
8
; 
W
a
n
b
e
rg
 &
 
B
a
n
a
s
 2
0
0
0
; 
S
ta
n
le
y
 e
t 
a
l.
 2
0
0
5
)
A
p
p
re
c
ia
ti
o
n
 o
f 
th
e
 
d
e
liv
e
re
d
 p
e
rf
o
rm
a
n
c
e
 
a
n
d
 a
c
h
ie
ve
d
 s
u
b
-
o
rd
in
a
te
d
 t
a
rg
e
ts
  
(K
o
tt
h
o
ff 
&
 W
a
g
n
e
r 
2
0
0
8
)
E
x
p
la
n
a
ti
o
n
 o
f 
v
is
io
n
 a
n
d
 
u
rg
e
n
c
y
D
e
te
rm
in
a
ti
o
n
 o
f 
ta
rg
e
ts
C
o
m
m
u
n
ic
a
ti
o
n
 a
n
d
 
a
p
p
re
c
ia
ti
o
n
 o
f 
a
c
h
ie
v
e
d
 t
a
rg
e
ts
In
it
ia
l 
a
n
d
 
ta
rg
e
t 
si
tu
a
ti
o
n
E
x
p
la
n
a
ti
o
n
 o
f 
th
e
 
n
e
c
e
s
s
it
y
, 
a
im
 a
n
d
 
th
e
 r
e
a
li
s
a
ti
o
n
 p
la
n
 
b
a
s
e
d
 o
n
 f
a
c
ts
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Table 2.2: Derivation of influence factors from six research domains sections 
“consequences” and “participation” 
In
fl
u
e
n
c
e
 f
a
c
to
rs
 f
o
r 
o
u
ts
o
u
rc
in
g
 
a
c
c
e
p
ta
n
c
e
 (
c
lu
s
te
r 
1
s
t  
le
v
e
l)
R
e
s
u
lt
in
g
 i
n
fl
u
e
n
c
e
 
fa
c
to
rs
 
(c
lu
s
te
r 
2
n
d
 l
e
v
e
l)
C
o
g
n
it
iv
e
 a
s
p
e
c
ts
O
rg
a
n
is
a
ti
o
n
a
l 
a
s
p
e
c
ts
M
o
ti
v
a
ti
o
n
a
l 
a
s
p
e
c
ts
C
o
m
m
u
n
ic
a
ti
o
n
a
l 
a
s
p
e
c
ts
A
s
p
e
c
ts
 
re
g
a
rd
in
g
 
le
a
d
e
rs
h
ip
S
y
s
te
m
ic
 
a
s
p
e
c
ts
D
e
p
ic
t 
o
f 
o
p
p
o
rt
u
n
it
ie
s
 
fo
r 
e
m
p
lo
ye
e
s
D
e
p
ic
ti
o
n
 o
f 
p
o
s
it
iv
e
 
o
u
tl
o
o
k
 (
S
w
a
n
s
o
n
 &
 
P
o
w
e
r 
2
0
0
1
; 
B
ä
r 
e
t 
a
l.
 
2
0
0
7
; 
D
o
p
p
le
r 
&
 
L
a
u
te
rb
u
rg
 2
0
0
0
)
D
e
p
ic
ti
o
n
 o
f 
o
p
p
o
rt
u
n
it
ie
s
 f
o
r 
b
e
tt
e
r 
c
a
re
e
r 
p
a
th
s
 (
S
o
h
a
il 
2
0
1
2
)
D
e
p
ic
ti
o
n
 o
f 
o
p
p
o
rt
u
n
it
ie
s
 f
o
r 
in
d
iv
id
u
a
ls
 a
s
 a
 r
e
s
u
lt
 o
f 
c
h
a
n
g
e
 (
C
h
o
i 
2
0
1
1
; 
N
o
rt
h
 2
0
0
5
; 
M
ie
b
a
c
h
 
2
0
0
7
; 
S
te
in
k
e
lln
e
r 
2
0
0
7
)
S
u
p
p
o
rt
 o
f 
th
e
 c
h
a
n
g
e
 
if 
in
d
iv
id
u
a
l 
b
e
n
e
fit
 i
s
 
e
x
p
e
c
te
d
 (
L
u
h
m
a
n
n
 
2
0
0
9
)
D
e
p
ic
t 
o
f 
n
e
g
a
ti
v
e
 
im
p
a
c
t 
fo
r 
e
m
p
lo
ye
e
s
C
le
a
r 
s
ta
te
m
e
n
t 
a
b
o
u
t 
th
e
 e
ffe
c
t 
o
n
 t
h
e
 
e
m
p
lo
y
e
e
s
 d
u
e
 t
o
 
c
h
a
n
g
e
 (
N
in
g
 &
 J
in
g
 
2
0
1
2
)
D
e
p
ic
ti
o
n
 o
f 
c
o
n
s
e
q
u
e
n
c
e
s
 f
o
r 
th
e
 
e
m
p
lo
y
e
e
s
 (
S
h
u
m
 e
t 
a
l.
 
2
0
0
8
)
C
le
a
r 
s
ta
te
m
e
n
ts
 
re
g
a
rd
in
g
 w
h
o
 o
f 
th
e
 
s
ta
ff 
is
 g
o
in
g
 t
o
 b
e
 
a
ffe
c
te
d
 a
n
d
 i
n
 w
h
a
t 
w
a
y
 a
n
d
 w
h
a
t 
w
ill
 b
e
 
d
o
n
e
 t
o
 r
e
d
u
c
e
 t
h
e
 
n
e
g
a
ti
ve
 i
m
p
a
c
t 
a
s
 f
a
r 
a
s
 p
o
s
s
ib
le
 (
D
e
e
k
e
lin
g
 
&
 B
a
rg
h
o
p
 2
0
0
3
; 
M
ie
b
a
c
h
 2
0
0
7
; 
M
a
s
t 
2
0
1
0
; 
S
c
h
ic
k
 2
0
0
4
; 
K
o
c
h
 2
0
0
4
)
C
o
m
m
u
n
ic
a
ti
o
n
 o
f 
c
o
n
s
e
q
u
e
n
c
e
s
 f
o
r 
th
e
 
a
ffe
c
te
d
 e
m
p
lo
y
e
e
s
 
(S
h
u
m
 e
t 
a
l.
 2
0
0
8
)
P
a
rt
ic
ip
a
ti
o
n
 o
f 
a
ff
e
c
te
d
 
e
m
p
lo
ye
e
s
 i
n
 d
e
fi
n
in
g
 
ta
rg
e
ts
 a
n
d
 p
la
n
P
a
rt
ic
ip
a
ti
o
n
 o
f 
e
m
p
lo
y
e
e
s
 (
D
u
ri
s
ic
-
B
o
ja
n
o
vi
c
 2
0
1
5
)
P
a
rt
ic
ip
a
ti
o
n
 o
f 
th
e
 
a
ffe
c
te
d
 e
m
p
lo
y
e
e
s
 o
r 
s
ta
k
e
h
o
ld
e
rs
 i
n
 
d
e
te
rm
in
a
ti
o
n
 o
r 
s
p
e
c
ifi
c
a
ti
o
n
 o
f 
ta
rg
e
ts
 
(E
rt
ü
rk
 2
0
0
8
; 
W
a
n
b
e
rg
 
&
 B
a
n
a
s
 2
0
0
0
; 
W
a
n
o
u
s
 
e
t 
a
l.
 2
0
0
0
; 
D
o
p
p
le
r 
e
t 
a
l.
 2
0
0
2
; 
K
ie
s
e
r 
2
0
0
6
; 
P
re
is
e
n
d
ö
rf
e
r 
2
0
0
8
)
G
a
in
in
g
 t
ru
s
t 
th
ro
u
g
h
 
p
a
rt
ic
ip
a
ti
o
n
 (
D
e
vo
s
 e
t 
a
l.
 2
0
0
1
; 
M
a
s
t 
2
0
1
0
)
M
ix
e
d
 t
o
p
-d
o
w
n
 a
n
d
 
b
o
tt
o
m
-u
p
 a
p
p
ro
a
c
h
 t
o
 
d
e
te
rm
in
e
 t
h
e
 
re
a
lis
a
ti
o
n
 p
la
n
 
(B
a
lo
g
u
n
 &
 J
o
h
n
s
o
n
 
2
0
0
4
; 
S
c
h
ö
n
 &
 P
e
tz
 
2
0
0
6
; 
S
c
h
n
ö
lle
r 
&
 
T
a
s
c
h
 2
0
0
1
; 
K
e
d
d
i 
2
0
0
8
; 
H
u
m
m
e
l 
&
 
Z
a
n
d
e
r 
2
0
0
2
)
R
e
s
p
o
n
s
ib
il
it
y 
a
n
d
 
fr
e
e
d
o
m
 o
f 
a
c
ti
o
n
R
e
s
p
o
n
s
ib
ili
ty
, 
s
e
lf-
d
e
p
e
n
d
e
n
c
e
 a
n
d
 
fr
e
e
d
o
m
 o
f 
a
c
ti
o
n
 a
s
 
m
o
ti
va
ti
o
n
 f
a
c
to
rs
 
(R
o
s
e
n
s
ti
e
l 
&
 C
o
m
e
lli
 
2
0
0
9
)
F
re
e
d
o
m
 o
f 
a
c
ti
o
n
 a
n
d
 
re
a
lis
a
ti
o
n
 a
u
to
n
o
m
y
 
(N
o
rt
h
 2
0
0
5
; 
Z
e
is
e
 
2
0
0
8
; 
E
y
e
r 
&
 
H
a
u
s
s
m
a
n
n
 2
0
0
3
)
C
re
a
ti
o
n
 o
f 
c
a
p
a
b
ili
ti
e
s
 
a
n
d
 p
o
s
s
ib
ili
ti
e
s
 f
o
r 
re
a
lis
a
ti
o
n
 (
L
u
h
m
a
n
n
 
2
0
0
9
)
C
o
n
se
q
u
e
n
c
e
s
C
o
m
m
u
n
ic
a
ti
o
n
 o
f 
c
o
n
s
e
q
u
e
n
c
e
s
 f
o
r 
th
e
 a
ff
e
c
te
d
 
e
m
p
lo
y
e
e
s
P
a
rt
ic
ip
a
ti
o
n
R
e
s
p
o
n
s
ib
le
 
p
a
rt
ic
ip
a
ti
o
n
 o
f 
a
ff
e
c
te
d
 e
m
p
lo
y
e
e
s
 
in
 p
la
n
n
in
g
 a
n
d
 
re
a
li
s
a
ti
o
n
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Table 2.3: Derivation of influence factors from six research domains sections 
“communication” 
In
fl
u
e
n
c
e
 f
a
c
to
rs
 f
o
r 
o
u
ts
o
u
rc
in
g
 
a
c
c
e
p
ta
n
c
e
 (
c
lu
s
te
r 
1
s
t  
le
v
e
l)
R
e
s
u
lt
in
g
 i
n
fl
u
e
n
c
e
 
fa
c
to
rs
 
(c
lu
s
te
r 
2
n
d
 l
e
v
e
l)
C
o
g
n
it
iv
e
 a
s
p
e
c
ts
O
rg
a
n
is
a
ti
o
n
a
l 
a
s
p
e
c
ts
M
o
ti
v
a
ti
o
n
a
l 
a
s
p
e
c
ts
C
o
m
m
u
n
ic
a
ti
o
n
a
l 
a
s
p
e
c
ts
A
s
p
e
c
ts
 
re
g
a
rd
in
g
 
le
a
d
e
rs
h
ip
S
y
s
te
m
ic
 
a
s
p
e
c
ts
R
e
d
u
c
ti
o
n
 o
f 
u
n
c
e
rt
a
in
ty
R
e
d
u
c
ti
o
n
 o
f 
u
n
c
e
rt
a
in
ty
 (
E
ls
ta
k
 e
t 
a
l.
 2
0
1
5
)
E
a
rl
y
 i
n
vo
lv
e
m
e
n
t 
o
f 
th
e
 
a
ffe
c
te
d
 e
m
p
lo
y
e
e
s
 
(K
o
tt
e
r 
1
9
9
5
; 
D
ib
e
lla
 
2
0
0
7
; 
B
a
lo
g
u
n
 &
 
Jo
h
n
s
o
n
 2
0
0
4
; 
B
a
lt
z
 
1
9
7
6
)
C
o
m
m
it
m
e
n
t 
th
ro
u
g
h
 
e
a
rl
y
 i
n
vo
lv
e
m
e
n
t 
o
f 
th
e
 
a
ffe
c
te
d
 e
m
p
lo
y
e
e
s
 
(P
ta
k
 &
 N
o
e
l 
1
9
9
8
; 
K
o
c
h
 2
0
0
4
)
S
h
a
ri
n
g
 o
f 
a
c
c
u
ra
te
 a
n
d
 
a
d
e
q
u
a
te
 i
n
fo
rm
a
ti
o
n
 i
n
 
a
 t
im
e
ly
 m
a
n
n
e
r 
(C
h
o
i 
2
0
1
1
; 
H
u
m
m
e
l 
&
 
Z
a
n
d
e
r 
2
0
0
2
)
In
vo
lv
e
m
e
n
t 
o
f 
s
ta
k
e
h
o
ld
e
rs
 a
s
 
m
u
lt
ip
lic
a
to
rs
 
(L
u
h
m
a
n
n
 1
9
8
7
)
In
vo
lv
e
m
e
n
t 
o
f 
th
e
 
d
e
p
a
rt
m
e
n
t 
in
 t
h
e
 
p
ro
c
e
s
s
 a
t 
a
n
 e
a
rl
y
 
s
ta
g
e
 (
W
o
lff
 2
0
1
0
)
D
ia
lo
g
ic
a
l 
a
n
d
 r
e
c
ip
ie
n
t-
 
o
ri
e
n
ta
te
d
 
c
o
m
m
u
n
ic
a
ti
o
n
 o
u
ts
id
e
-
in
 t
o
 a
vo
id
 
m
is
in
te
rp
re
ta
ti
o
n
 
(D
e
e
k
e
lin
g
 &
 A
rn
d
t 
2
0
0
6
; 
L
a
u
e
r 
2
0
1
0
)
F
a
c
e
-t
o
-f
a
c
e
 c
o
n
ta
c
t 
o
f 
m
a
n
a
g
e
m
e
n
t 
a
n
d
 
e
m
p
lo
y
e
e
s
 t
o
 s
ile
n
c
e
 
ru
m
o
u
rs
 (
R
ic
h
a
rd
s
o
n
 &
 
D
e
n
to
n
 1
9
9
6
; 
K
o
tt
h
o
ff 
1
9
9
8
; 
W
e
ic
k
 &
 S
u
tc
lif
fe
 
2
0
1
0
)
O
p
e
n
 c
o
m
m
u
n
ic
a
ti
o
n
 
a
n
d
 f
e
e
d
b
a
c
k
 (
W
e
ic
k
 
2
0
1
6
; 
M
in
g
-C
h
u
 &
 
M
e
n
g
-H
s
iu
 2
0
1
5
)
F
e
e
d
b
a
c
k
 p
o
s
s
ib
ili
ti
e
s
 
vi
a
 o
p
e
n
 a
n
d
 d
ir
e
c
t 
c
o
m
m
u
n
ic
a
ti
o
n
 
(D
e
e
k
e
lin
g
 &
 A
rn
d
t 
2
0
0
6
; 
M
a
s
t 
2
0
0
8
; 
S
c
h
ic
k
 2
0
0
4
)
D
ir
e
c
t 
a
n
d
 o
p
e
n
 
c
o
m
m
u
n
ic
a
ti
o
n
 t
o
 b
u
ild
 
c
o
n
fid
e
n
c
e
 (
C
h
o
i 
2
0
1
1
; 
S
c
h
u
m
p
e
te
r 
1
9
9
3
; 
M
ie
b
a
c
h
 2
0
0
7
; 
N
o
rt
h
 
2
0
0
5
; 
K
o
tt
h
o
ff 
&
 
W
a
g
n
e
r 
2
0
0
8
; 
S
c
h
e
in
 
2
0
0
9
; 
B
o
lw
e
rk
 &
 G
ro
o
t 
2
0
1
5
)
C
lo
s
e
 i
n
vo
lv
e
m
e
n
t 
o
f 
s
e
n
io
r 
m
a
n
a
g
e
m
e
n
t 
in
 
th
e
 c
o
m
m
u
n
ic
a
ti
o
n
 
(W
o
lff
 2
0
1
0
)
G
a
in
in
g
 t
ru
s
t 
th
ro
u
g
h
 
p
e
rc
e
iv
e
d
 q
u
a
lit
y
 o
f 
re
c
e
iv
e
d
 i
n
fo
rm
a
ti
o
n
 o
n
 
c
h
a
n
g
e
s
 (
M
ill
e
r 
e
t 
a
l.
 
1
9
9
4
; 
Q
ia
n
 &
 D
a
n
ie
ls
 
2
0
0
8
)
D
ir
e
c
t 
a
n
d
 p
e
rs
o
n
a
l 
c
o
n
ta
c
t 
to
 e
n
a
b
le
 
fe
e
d
b
a
c
k
 a
n
d
 g
a
in
 t
ru
s
t 
(R
ic
h
a
rd
s
o
n
 &
 D
e
n
to
n
 
1
9
9
6
; 
W
e
ic
k
 &
 S
u
tc
lif
fe
 
2
0
1
0
; 
K
o
tt
h
o
ff 
1
9
9
8
)
C
o
n
s
is
ta
n
t 
a
n
d
 
c
o
n
ti
n
u
o
u
s
 
c
o
m
m
u
n
ic
a
ti
o
n
C
o
n
ti
n
u
o
u
s
  
c
o
m
m
u
n
ic
a
ti
o
n
 w
it
h
 
re
c
u
rr
e
n
t 
k
e
y
 t
e
rm
s
 
(D
e
e
k
e
lin
g
 &
 B
a
rg
h
o
p
 
2
0
0
3
; 
M
a
s
t 
2
0
1
0
)
R
e
g
u
la
r 
in
te
r-
d
e
p
a
rt
m
e
n
ta
l 
c
o
m
m
u
n
ic
a
ti
o
n
 d
u
ri
n
g
 
th
e
 p
ro
c
e
s
s
 t
o
 k
e
e
p
 
e
m
p
lo
y
e
e
s
 u
p
-t
o
-d
a
te
 
(W
o
lff
 2
0
1
0
)
C
o
m
m
u
n
ic
a
ti
o
n
 a
s
 
c
o
n
ti
n
u
o
u
s
 p
ro
c
e
s
s
 
(L
u
h
m
a
n
n
 2
0
0
9
)
C
o
m
m
u
n
ic
a
ti
o
n
E
a
rl
y
 i
n
v
o
lv
e
m
e
n
t 
o
f 
a
ff
e
c
te
d
 e
m
p
lo
y
e
e
s
E
a
rl
y 
in
v
o
lv
e
m
e
n
t 
o
f 
a
ff
e
c
te
d
 e
m
p
lo
ye
e
s
D
ia
lo
g
ic
a
l 
c
o
m
m
u
n
ic
a
ti
o
n
O
p
e
n
 a
n
d
 d
ir
e
c
t 
c
o
m
m
u
n
ic
a
ti
o
n
 t
o
 e
n
a
b
le
 
fe
e
d
b
a
c
k
, 
a
v
o
id
 
m
is
u
n
d
e
rs
ta
n
d
in
g
 a
n
d
 
b
u
il
d
 c
o
n
fi
d
e
n
c
e
G
a
in
 t
ru
s
t 
b
y 
p
e
rs
o
n
a
l 
c
o
n
ta
c
t,
 s
e
n
io
r 
m
a
n
a
g
e
m
e
n
t 
in
v
o
lv
e
m
e
n
t 
a
n
d
 
in
fo
rm
a
ti
o
n
 q
u
a
li
ty
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Table 2.4: Derivation of influence factors from six research domains sections “individual 
support” 
 
In
fl
u
e
n
c
e
 f
a
c
to
rs
 f
o
r 
o
u
ts
o
u
rc
in
g
 
a
c
c
e
p
ta
n
c
e
 (
c
lu
s
te
r 
1
s
t  
le
v
e
l)
R
e
s
u
lt
in
g
 i
n
fl
u
e
n
c
e
 
fa
c
to
rs
 
(c
lu
s
te
r 
2
n
d
 l
e
v
e
l)
C
o
g
n
it
iv
e
 a
s
p
e
c
ts
O
rg
a
n
is
a
ti
o
n
a
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To achieve a domain-overarching perspective, the identified aspects were clustered on 
two levels. Finally, the extracted aspects were categorised into domains. Figure 2.3 
shows the resulting structure. 
 
 
 
Figure 2.3: Cluster structure of the identified factors influencing change (own illustration) 
 
By concentrating the relevant elements of the six research domains, nineteen influence 
factors for change acceptance and employee support on the second cluster level and 
eight on the first level in five topic sectors were identified. These elements have 
significance for the preparation and implementation of a change project. Tables 2.1- 2.4 
show the derived key elements from each research domain and the resulting main 
influence factors. Since most of the aspects found in the literature are unspecific 
regarding the kind of change and there is almost no indication which factors could have 
major or minor relevance particularly for outsourcing initiatives, these findings have to be 
validated in an empirical study. 
 
It is highly important to explain to the employees in a comprehensible way and based on 
facts what the current situation is about, what the company vision and targets are and 
why there is an urgent demand for the change. Moreover, it is necessary to explain how 
the organisation would be able to achieve the target and within which timeframe. The 
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aim is to enable employees to question the status quo and to understand the imperative 
of  outsourcing. The aim has to be clearly defined and measurable, and sub-ordinated 
targets should be determined. The employees should be involved in the decision-making 
and planning phase as far as possible. In a continuous communication process, the 
achievement of milestones should be communicated and rewarded. By providing 
information about the project, management has to clearly point out its chances and 
consequences to avoid misunderstanding and to convert uncertainty into clearness. The 
support by employees is determined by cluster acceptance and trust in the management 
and with that in the restructuring project as a whole, whereby the key aspects are the 
involvement and participation at the earliest stage possible and dialogical communication 
approach. In the realisation phase, commitment to freedom of action and delegation of 
responsibility are essential, too. To enable common and individual influence on the 
process, the interactions and perceptions of the staff should be observed, discussed and 
evaluated. By comparing the findings of the outsourcing specific literature and the 
change related literature, several differences and pecularities can be identified. These 
are addressed in the section 4.6 “summary and conclusions of the literature review”.  
 
2.5 Change models 
According to Anders and Cassidy (2014, p. 133), change can be seen as ”a process to 
move from one given stage into another improved, desirable stage”. They add later in 
their article (2014, p. 134) that “every strategic organisational change process should be 
based on the overall organisational vision, aims and objectives”. If a process does not 
meet the specific requirements, there is a risk of failure (Cameron & Green, 2015). 
Furthermore, Cameron and Green (2015, p. 107) assert that “any organisation has a 
natural tendency to adjust itself back to its original steady state”. In terms of outsourcing 
this might be interpreted as a need to adjust the change process to the specific 
circumstances of the outsourcing from the point of view of the company and its 
management; along with that the perspective of the affected employees has to be taken 
into account. Shin et al. (2015) raise the question how managers can mobilise employees 
for organisational change and support them along the way. To answer this question, “a 
considerable amount of literature” has been published on approaches and models to 
understand and manage organisational change (Anders & Cassidy, 2014, p. 134). 
According to these authors, the choice of a model for an envisaged activity is dependent 
on prior analysis of the current situation and on the context of change. Since the 1950s 
when the model of Lewin was published, more than thirty-five models for organisational 
change have been proposed. Many of them have a common basis, are interconnected 
or enhance one of the existing models. Kanter et al. (1992) identified a lot of similarities 
within the developed approaches. Indeed, the three-phase model by Lewin, which is still 
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widely used, provided the basis for later approaches as the highly acknowledged models 
of Kotter or Hayes in the 1990s (Anders & Cassidy, 2014). These “models represent a 
special importance for the organisation, as they detail the steps that have to be taken for 
the success of a change” (Paun 2014, p. 14). Kanter et al. (1992) stated that change is 
usually processed in a three-phase process. This might be one of the reasons that 
Lewin’s three-phase model of organisational change is well known and often quoted by 
managers today (Cameron & Green, 2015; Paun, 2014). 
 
Another model highly acknowledged in the literature is the eight-step model of Kotter 
(Paun, 2014). The approach of John Kotter is based on the three-phase model of Kurt 
Lewin. In Kotter’s model “the first four are focusing on the defrosting process, the 
following three to the achievement of change, and the last step is based on the freezing 
phase and anchoring the changes in the organizational culture” (Paun, 2014, p. 13). 
Referring to Cameron and Green (2015, p. 130), the “eight steps are an excellent starting 
point for those interested in making large or small-scale organisational change”. 
However, some authors point out that in Kotter’s approach the emphasis is laid on getting 
the first steps right: building coalition and setting the vision rather than on later steps of 
empowerment and consolidation. Nevertheless, John Kotter’s “eight-stage process of 
creating major change” (1996) is one of the most widely recognised approaches to 
organisational transformation (Pollack & Pollack, 2014, Mento et al., 2012, Cameron & 
Green, 2015). Anders and Cassidy (2014) state that nowadays this approach is probably 
the most frequently used model for transformational changes in organisations. In their 
cross-industrial study Wolff (2010) quantified the qualitative evaluation as follows: 32% 
of the managers used Kotter’s eight-step process. 
 
This thesis focuses on this model since it is strongly connected to the Lewin’s model and 
arguably an enhancement of the latter (Kotter, 1995) and is frequently applied in 
organisational change. In the following sections, these models will be shortly described. 
The elements of the processes are considered in the consolidated findings of the 
literature review. 
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Table 2.5: Connection between Lewin’s three-step model and Kotter’s eight-step 
approach 
 
Back in 1947, Kurt Lewin was the first to describe a change process. His contribution to 
our understanding of individual and group behaviour and the role these play in 
Kurt Lewin (1947, p. 34): 
Three-phase model of change
1 Establishing a sense of urgency
● Examining the market and competitive realities
●
Identifying and discussing crises, potential crises, or major 
opportunities
2 Creating the guiding coalition
●
Putting together a group with enough power to lead the 
change
● Getting the group to work together like a team
3 Developing a vision and strategy
● Creating a vision to help direct the change effort
● Developing strategies for achieving that vision
4 Communicating the change vision
●
Using every vehicle possible to constantly communicate the 
new vision and strategies
●
Having the guiding coalition role model the behaviour 
expected of employees
5 Empowering broad-based action
● Getting rid of obstacles
●
Changing systems or structures that undermine the change 
vision
●
Encouraging risk taking and nontraditional ideas, activities, 
and actions
6 Generating short-term wins
● Planning for visible improvements in performance, or "wins"
● Creating those wins
●
Visibly recognising and rewarding people who made the 
wins possible
7 Consolidating gains and producing more change
●
Using increased credibility to change all systems, 
structures, and policies that don't fit together and don't fit in 
the transformation vision
●
Hiring, promoting, and developing people who can 
implement the change vision
●
Reinvigorating the process with new projects, themes, and 
change agents
8 Anchoring new approaches in the culture
●
Creating better performance through customer- and 
productivity-oriented behaviour, more and better leadership, 
and more effective management
●
Articulating the connections between new behaviours and 
organisational success
●
Developing means to ensure leadership development and 
succession
John P. Kotter (1996, p.21): 
Eight-stage process of creating major change
Unfreeze
Change
Refreeze
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organisations has been enormous and remains relevant until today (Burnes, 2004). 
Some sixty years after his death, Lewin is now mainly remembered as the originator of 
the three-step model of change (Burnes, 2004). However, several researchers claim that 
all theories of change may be reduced to this Lewin’s idea (Cummings et al., 2015; 
Schein, 2010). Nevertheless, Cummings et al. (2015, p. 35) argue that the model used 
today “is largely a post hoc reconstruction”, which is comprehensible if one reviews 
Lewin’s article “Frontiers in Group Dynamics” published in 1947. In this article, Lewin 
(1947, p. 35) described the “three aspects of a successful change” that include 
“unfreezing the present level”, “moving to the new level” and “freezing group life on the 
new level”. According to Cummings et al. (2015), freezing was first re-phrased as 
“refreezing” by Lewin’s former student Leon Festinger at a conference in 1950. 
Furthermore, he never presented these steps in a linear diagrammatic form (Cummings 
et al., 2015). Lewin insisted that group life must not be seen simplistic or in static terms 
but as a continuous movement and change (Lewin, 1947; Lewin, 2012; Cummings et al., 
2015). The differences concern only the kind and size of change (Lewin, 2012). 
Furthermore, a key statement of Lewin (1947, p. 34) was that “it is usually easier to 
change individuals formed into a group than to change any one of them separately”. With 
regard to outsourcing, there are two dimensions. The first dimension is the group of the 
affected employees as an organisational unit and the second dimension includes 
individual employees with the specific impact and consequences they face. The results 
of this thesis will treat the aspects that focus on the group as well as some that help 
support individuals. 
 
Throughout the years, several explanations or interpretations of Lewin’s three-step 
approach have emerged since the initial source gives almost no detailed explanation. 
The first step, according to Lewin (1947, p. 35), is “to break open the shell of 
complacency and self-righteousness” and thus deals with the “unfreezing” of the current 
state. “Lewin believed that stability of human behaviour is based on a quasi-stationary 
equilibrium supported by a complex field of driving and resisting forces” (Burnes, 2004, 
p. 985). Hence, according to Cameron and Green (2015, p. 107), unfreezing means 
“defining the current state, surfacing the driving and resisting forces and picturing a 
desired end date”. Anders and Cassidy (2014, p. 144) summarised the goal of this step 
as “to see what is not working”. More specifically, Cameron and Green (2015) described 
the step as a combination of communicating the gap between the current state and the 
end state, minimising the resisting forces, maximising the driving forces, agreeing on a 
change plan and a timeline for achieving the end state. Schein summarises this step as 
“creating motivation and readiness to change” (Cooke, 1998, p. 48).  
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Figure 2.4: Lewin’s three-step model (Cameron & Green, 2015, p. 107) 
 
The second step (“move” or “change”) defines change as movement to the desired new 
status (Anders et al., 2014) through participation and involvement (Cameron & Green, 
2015). The third stage of refreezing aims to sustain the newly achieved status (Anders 
et al., 2014) by setting policies, rewarding success and establishing new standards 
(Cameron & Green, 2015; Burnes, 2004). Finally, the “driving forces must outweigh 
resisting forces in any situation if change is to happen” (Cameron & Green, 2015, p. 105).  
 
However, in the past thirty years Lewin’s approach to change, particularly the three-step 
model, has come under major criticism (Burnes, 2004). One allegation is that Lewin’s 
idea is not applicable to the today’s complex world (Child, 2005) of changes and 
organisations anymore (Kanter et al., 1992). Another point of criticism is that the three-
step approach is over-simplifying the change process (Cummings et al, 2015; Kanter et 
al., 1992). Furthermore, Kanter et al. (1992) argue that organisations are fluid entities 
rather than frozen ice-cubes. Child (2005) adds that organisations need to be flexible 
and able to adapt. However, Lewin underlined that organisations are constantly moving 
and are never in steady state (Cummings et al., 2015; Lewin, 2012). Obviously, there is 
no common understanding about “movement of organisations”. Nevertheless, there is a 
“substantial body of evidence in the social, and even physical sciences, to support 
Lewin’s three-step perspective on to change” (Burnes, 2004, p. 996). Cummings et al. 
Unfreeze
Move
Refreeze
Take action
Make changes
Involve people
Make change
permanent
Establish new way
of things
Reward desired
outcomes
Examine status
quo
Increase driving
forces for change
Decrease resisting
forces against
change
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(2015, p. 34) conclude that the three-step approach is “regarded as the fundamental or 
classic paradigm for managing change”. 
 
Kotter enhanced Lewin’s model to an eight-step process with many more details and 
developed it as a kind of guideline for organisational and transformational change 
processes. The first four stages of Kotter’s model focus on the “unfreeze” process with 
reference to Lewin’s model: steps five to seven concern the transformation process 
aimed at achieving change, and the final step is based on the freezing phase and 
anchoring the changes in the organisation (Paun, 2014, Kotter, 1996). Based on the 
principles developed by Lewin, Kotter addresses “some of the power issues to make 
change happen”, highlights the importance of a “felt need” for change in the organisation 
and emphasises the need to communicate the vision and keep communication levels 
throughout the process extremely high (Cameron & Green, 2015).  
 
The first step is about establishing a sense of urgency, which is crucial in order to gain 
the needed level of cooperation (Kotter, 1996). This step includes examination of the 
market and competitive realities, identification and discussion of the potential crisis and 
opportunities and presentation of some evidence of the urgency (Kotter, 1996; Paun, 
2014, Cameron & Green, 2015). The same authors summarise as a second step a need 
of a guiding coalition with powerful people with the right composition, level of trust and 
experience. Within this coalition, the middle managers play a very important role. The 
third step emphasises the importance of a vision to guide the change effort together with 
strategies (Kotter, 1996; Cameron & Green, 2015). Kotter (1996, p. 70) adds “that a good 
vision acknowledges that sacrifices will be necessary but makes clear that these 
sacrifices will yield particular benefits and personal satisfaction”. Especially in 
outsourcing activities, these sacrifices might be a high burden for the employees and 
they might lead to benefits which are hard to perceive. In step four Kotter accentuates 
the necessity of communication of this vision in a dialogue with the employees and by 
using every possible vehicle to establish this communication (Kotter, 1996; Paun, 2014; 
Cameron & Green, 2015). The target of the fifth step is to remove obstacles to change 
and to empower the employees. The obstacle might be on a personal, but also on a 
system level. Once again, Kotter (1996) underlines the importance of honest 
communication in a dialogue. Step six is about short-term wins “indicating that the 
changes are working” (Kotter, 1996, p. 119). The wins have to refer to the initial planning, 
and the employees involved should be respectively rewarded (Paun, 2014, Kotter, 1996). 
Step seven is called “consolidating of gains and producing more change“ (Kotter, 1996, 
p. 21). That means the guiding coalition should use the credibility gained through short-
term wins to energise the process of change with new projects (Kotter, 1996; Cameron 
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& Green, 2015). The last step eight is to anchor the changes in the culture of the 
organisation and to ensure that everyone understands that new conduct leads to 
corporate success. However, in the literature one finds also criticism regarding Kotter’s 
model. In the view of these critics, Kotter mainly emphasises the first steps. He uses 
much more powerful expressions to underline the importance of the unfreezing phase 
(step one to four) than for the part of implementation and sustainability (steps seven and 
eight) (Cameron & Green, 2015; Anders & Cassidy, 2014). 
 
Little (2014, p. 31) strongly argues that “all models are wrong – but some are useful”. 
The key message here is that there exists no “one fits all” model. Models serve only as 
an orientation to be interpreted with regard to a specific case and circumstances of the 
envisaged project. Cameron and Green (2015, p. 129) are more diplomatic as they state 
that “there are many approaches to managing and understanding change to choose 
from, none of which appears to tell the whole story, but most of which are convincing up 
to a point”. Similarly, Anders and Cassidy (2014) argue that every model and study of 
organisational change appears to be incomplete, biased and potentially misleading and 
that different change models should be seen as tools for organising the thinking. They 
add that any approach or model carries its limitations and will not reveal the whole 
framework to go along with. In that way, their view is in line with Little’s recommendation 
to tailor the chosen model to the envisaged change project and its respective 
circumstances. With regard to outsourcing and the research question raised in this work, 
some elements of the described models will be applied to the analysis of the findings 
derived from the literature review. Furthermore, after having analysed the findings of the 
empirical study, the thesis applies the eight-step model of Kotter specifically to 
outsourcing as a kind of a guideline for practitioners who face such kind of change 
(chapter 6). The reason, why this model was chosen from many change existing 
approaches is, that this seems to be the most frequently used model for transformational 
changes in organisations (Anders & Cassidy, 2014). 
 
2.6 Summary and conclusions of the literature review 
This chapter has reviewed the literature of both change management and outsourcing. 
Having compared the results of both literature review parts, several converging aspects 
and some which are diverging were identified. As a common ground, both literature 
domains underline the importance of senior management involvement and support from 
an early stage. In addition, authors agree that communication with the staff has to be 
clear, frequent and continuous. Both research streams relevant to this thesis also 
emphasise the need for dealing with employees’ perceptions, fears and concerns. 
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Participation in the decision-making process, too, finds coverage in both research 
domains. 
 
On the diverging side, compared to the change management literature, articles dealing 
with outsourcing do not address the importance of employees as one of the crucial 
success factors for change realisation. Furthermore, authors on outsourcing often adopt 
a top-down point of view – as management and company see it - rather than a bottom-
up view – seen from an employees’ perspective. In addition, the need for clear 
communication about the negative effects for employees is taken less into account; 
researchers rather accentuate the upside for both - the company and its staff. The need 
to avoid rumours is an observation consistent in both the change and the outsourcing 
literature. However, in outsourcing research contributions, rumours often are understood 
as a leak of confidenital information rather than a feeling of uncertainty among the staff 
due to a suboptimal management and a deficient communication approach. Regarding 
the change and implementation phase, literature on change management pays much 
more attention to the individual support of employees than is the case in the outsourcing 
literature. 
 
There is arguably a broader gap that becomes visible from an attempt to transfer insight 
and advice from the general topic of change management to the more specific change 
situation of outsourcing. After the review of literature, it remains unclear how advice on 
approaching change management challenge differs between incremental change and 
radical change, such as outsourcing. Empirical investigations and results, particularly 
those focusing on employees’ perspective, hardly exist in the literature on outsourcing. 
The majority of models and studies do not distinguish between different cases of 
organisational change. Prediscan and Sacui (2011) rightfully insist that models to 
implement changes should be highly diverse, as changes taking place in organisations 
are ultimately diverse, too. They thus argue that measures aimed at reducing employees’ 
resistance should vary depending on the change a company aspires to achieve. It 
confirms the view of Senior and Fleming (2006, p. 284) who state that “there is little in 
the literature to suggest, which leadership styles and behaviours are most associated 
with each type change”. 
 
The literature on outsourcing focuses on a company’s strategy achievement, customer 
satisfaction, customer-supplier relationship or workforce performance rather than on the 
employee perspective and individual support. The limited research that deals with the 
issues related to employees focuses primarily on those who stay in the company. Those 
who leave are outside the research scope. Overall, the literature on outsourcing mainly 
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concentrates on organisation and employee performance and, partially, job satisfaction. 
Personal circumstances and aspects that also influence individuals’ situations and 
attitudes are not considered. Although there are in several countries legal regulation 
existing, that employees have a right for a transfer or at least a continued employment, 
this protections lasts often only for a short time. Hence, the issue is not solved, but 
postponed. 
 
Choi (2011) suggests that more studies should be conducted to determine the effects of 
employees’ attitude toward organisational change. These studies should include such 
constructs as, for example, behavioral support for particular change initiatives. Shin et 
al. (2012) proposed a need to investigate resources that enable employees to overcome 
difficulties and better cope with stress inevitably caused by any organisational change 
and thus enhance their commitment and their behavioral support. Schillen and Steinke 
(2011) see the necessity of further research on the variables that may prevent a loss in 
motivation among employees and thus help to determine the impact that an outsourcing 
department has on the outsourcing process overall and on employee perspectives im 
particular. In the same vein, Zimmermann and Ravishankar (2016, p. 549) identified a 
lack of research “on the interactions between offshoring strategy and an employee-level 
perspective”. Regarding employee commitment, Ning and Jing (2012) wish for further 
studies on factors that trigger continuous support. This desire is in line with the request 
for more research “on the constructs “readiness for change”, “commitment to change” 
and “actual behavior support for change” to help researchers to find better ways to 
improve organisations’ ability to increase employees’ acceptance of or support for 
change initiatives” (Choi, 2011, p. 495). Thus the statement of Walsh and Deery (2006, 
p. 557) that “there has been very little empirical research on employees’ attitudes to work 
in outsourced firms” still seems to hold true in present days. Logan et al. (2004) reinforce 
that management researchers have nearly ignored the employees’ perspective on the 
matter. 
 
After the review of the relevant literature on outsourcing and change from various 
perspectives, it can be concluded that it remains unclear, which aspects and criteria are 
relevant for incremental change versus radical change (particularly for outsourcing). It is 
therefore not sufficiently clear which measures may help to lead employees through an 
outsourcing initiative; moreover, the employees’ perspective has not yet received 
sufficient attention. Further research is therefore needed on identifying influencing 
factors that help lead employees through outsourcing projects. 
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2.7 Research gap and research question 
2.7.1 Theory perspective 
Shin et al. (2012) admit that researchers do recognise the important role employees play 
in the successful implementation of organisational change; however, empirical 
investigations that take in account the employees’ perspective are hardly to be found in 
the existing body of research. As Walsh and Deery (2006, p. 557) put it, “there has been 
very little empirical research on employees’ attitudes to work in outsourced firms”. 
According to Logan et al. (2004), researchers have insufficiently considered the 
employees’ perspective on outsourcing so far.  
 
2.7.2 Confirmed relevance for professional practice 
While this chapter has highlighted the state of the literature in change management and 
outsourcing, it is also important to stress the ongoing if not increasing importance for 
companies to guide through radical change (Seo et al., 2007), such as outsourcing, in 
an effective way. Carter et al. (2013) infer that due to the increasing demand for changes 
organisations must train managers to expect and prepare for it. Too often change 
intentions are initiated reactively (Todnem, 2005) and top-down under great pressure 
and unclear visions and goals (Doppler et al., 2002; Mast, 2008a). An increasing number 
of researchers argue that change efforts frequently fail because change leaders tend to 
understimate the central role individuals play in the change process (Choi, 2011; Ning & 
Jing, 2012; Shin et al., 2012). Schillen and Steinke (2011, p. 71) observe that “many 
firms are unknowingly operating under experimental conditions without privilege to the 
existing research around outsourcing best practice”. A known factor contributing to the 
high failure rate is employee resistance (Seo et al., 2007; Dijk & Dick, 2009) driven by 
the uncertainty and ambiguity inherent in change (Ning & Jing, 2012). Dent and Goldberg 
(1999) argue that people resist not the change itself but rather the anticipated 
consequences or expected effects associated with change, caused by a feeling of a loss 
perceived as a result of departure from the status quo. As a consequence, individuals 
affected by change tend to use their energy to keep the status quo (Doppler & 
Lauterburg, 2000). In Mast’s view (2008a), companies are generally too inexperienced 
in handling employees with fears and concerns. From a practical standpoint, Carter et 
al. (2013) underscore the need to enable managers to shape change environments in a 
way that employees may feel well supported. In conclusion, there is a real need to 
advance professional practice to better deal with the employee side of outsourcing. 
 
2.7.3 Resulting research question 
The literature review has clearly identified an important and practically relevant research 
gap: There is a need to provide managers with an approach to deal with affected 
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workforce within an outsourcing initiative that is adjusted to the employees’ perspective 
of the latter. 
 
Based on the motivation expressed in the introduction of this thesis, and on the literature 
review performed, the research question can be stated as follows:  
 
Which elements support an outsourcing process from the employees’ 
perspective? 
 
This research question boils down to identifying influencing factors that have potential 
to shape employee perceptions in a positive, effective way.  
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3 Methodology 
3.1 Research philosophy and approach 
“Different research philosophies are ‘suited’ to achieving different things. This depends 
on the research question you are seeking to answer” (Saunders et al., 2012, p. 129). 
Thus, it is essential to develop a research method based on a philosophical position. In 
this thesis, an abductive reasoning approach based on an interpretivist paradigm is 
adopted.  
 
Objectivism assumes that things such as social entities exist as meaningful reality 
external to social actors concerned with their existence (Crotty, 1998), whereas 
subjectivism holds that social phenomena are created through perceptions and 
consequent actions of the affected social actors (Bryman, 2001; Saunders et al., 2012). 
According to the initial model of outsourcing from employees' perspectives (see chapter 
1), perceptions, impact of outsourcing and motivation are highly specific depending on 
the individual. Influencing factors include organisational circumstances and 
consequences of organisational change along with the individual private situation. 
Hence, the ontological perspective is clearly subjective. 
 
Based on the ontological view, the researcher has to define the epistemological 
perspective and then derive an appropriate research design. Saunders et al. developed 
a ‘research onion’ to guide this process in a structured way. In the following chapters, 
the chosen application is explained from the outside to the inside of the onion. 
 
The interpretivist paradigm, wherein the researcher views the world as a subjective 
construction (Havar-Simonovich, 2012), seems to be the most appropriate philosophical 
perspective for the chosen research topic: a subjective view allows acknowledgement 
and appropriately consideration of individual perspectives, perceptions and 
interpretations of a specific outsourcing situation. By applying this paradigm, the 
individual impact of an outsourcing project, illustrated by the initial model in chapter 1, 
can be assessed comprehensively. The complexity of an individual situational construct 
and the interrelationships between employees and the organisation suggest adopting an 
interpretivism view (Roberts et al., 2009a). However, Nag and Gioia (2012, p. 425) point 
out that “although an interpretive approach gives voice to informants, it does not diminish 
the researchers’ judgment”.  
 
Since this thesis focuses on an investigation from employees' perspective, the topic and 
scope of this study are highly subjective. Individual consequences and perspectives on 
outsourcing are highly subjective and thus neither positivism nor realism suit this study. 
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There might be some aspects or criteria that can be seen from a realism perspective, 
but those are rather an as relevant perceived aspect from most employees than 
objective. Furthermore, the aim of the thesis is not to test hypotheses or develop a 
theoretical model. The aim is to investigate possibilities to work with the affected 
employees and lead them through an outsourcing project based on their individual 
perspectives and circumstances. In addition, radical changes are unique in a specific 
organisation, under various circumstances, in different markets, cultures or individual 
situation. The position and perception of an affected employee regarding the same 
outsourcing topic varies depending on his or her organisational and private situation. The 
picture is far more complex than the realists' view that “the essence is that we sense, is 
reality: that objects have an existence independent of the human mind” (Saunders et al., 
2012, p. 136). Thus, the thesis is not about understanding objects but about interpreting 
and working with individual employees' perspectives. 
 
Saunders et al. (2012) refer also to a fourth paradigm arguing that it is perfectly possible 
to work with different philosophical positions within one study; however, the view of Knox 
(2004) that it is important to rely on one and only one research philosophy throughout a 
single project, is underlying this research. It is important to derive a clear methodology 
and research structure to guide through the whole study including data analysis and 
conclusions. Both approaches - deductive and inductive - are part of the applied research 
strategy; however, the abduction method which combines both approaches, suits best 
to answer our research question. Deductive approach is applicable when a conclusion 
can be logically derived from a set of premises based on theory which is true when all 
premises are true (Ketokivi & Mantere, 2010). In a qualitative application, known theories 
or rules are applied and tested in particular cases (Reichertz, 2010). In contrast, inductive 
approach is used when a new topic is being addressed or little empirical literature is 
available. Moreover, this approach is suitable if a researcher is particularly concerned 
with the context in which events took place (Saunders et al., 2012) or wishes to establish 
different views of phenomena (Easterby-Smith et al., 2008). From the results obtained 
from a sample, conclusions for a larger entity are deduced (Reichertz, 2010). In the 
second part of the thesis, additional factors that were missing in the literature review but 
are relevant for the study of outsourcing challenges seen specifically from employees' 
perspectives are examined. Hence, there is also an inductive part in the thesis. 
 
The abduction approach is a combination of deduction and induction (Suddaby, 2006), 
characterised by logic and innovation (Reichertz, 2010). The abduction approach is 
appropriate if a topic “about which there is wealth of information in one context but far 
less in the context in which you are researching may lend itself to an abductive approach 
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enabling you to modify an existing theory” (Saunders et al. 2012, p. 148). This is indeed 
the case in this research: the abductive approach proves to be the most suitable to 
answer all research questions by identifying causal explanations of certain phenomena 
in the field of outsourcing from employees' perspectives. 
 
3.2 Methodological choice 
A methodology is essentially the “theory of the method including its epistemological and 
ontological assumptions” (Jamal & Hollinshead, 2001). Atteslander (2010) states that 
application of qualitative or quantitative approaches depends on the philosophical 
position and the status of hypotheses. Dixon-Woods (2011, p. 336) adds “that the critical 
determinant of a choice of method, when conducting a review of literature involving 
qualitative research, is the nature of the research question to be addressed”. Based on 
the subjective philosophical position of interpretivism, the chosen methodology is mono 
qualitative, that means no multiple method. 
 
First, qualitative research is highly sensitive to the context (Tilsic, 2010; Gephart, 2004) 
and interested in the subjective perspective of the respondents, in their experience and 
construction of their reality (Taylor & Bogdan, 1998; Diekmann, 2010; Helfferich, 2011). 
According to the model, perception and behaviour of the affected employees in an 
outsourcing situation are highly dependent on their individual attitudes and 
circumstances. Hence, it is crucial to understand the reality the way it is perceived by the 
employees and their interactions with and within their organisation. This background 
leads to a subject-specific point of view that can be accordingly described and interpreted 
(Gläser & Laudel, 2010).  
 
The second important reason is that a qualitative method allows in-depth analysis 
(McCann et al., 2008; Baumgartner, 2006) enabled by the possibility of dialogue-based 
communication and inquiry (Diekmann, 2010; Raithel, 2008). In a dialogue a researcher 
can get valuable information about the background of an outsourcing project, the 
organisation itself and any relevant circumstances, which makes it possible to better 
understand and describe specific phenomena and perspectives. Furthermore, the 
qualitative approach allows identification of new aspects, relevant structures or process-
related phenomena (Tilsik, 2010, Weischer, 2007; Diekmann, 2010, Gläser & Laudel, 
2010; Mayring, 2010), which is an important aim of this study. 
 
A quantitative approach allows testing of the derived aspects from the literature review 
specifically in regard to outsourcing. However, it would not allow to identify any additional 
aspects; for this purpose, a mixed method is necessary. Further reason to reject the 
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quantitative approach is the required number of respondents. According to the simplified 
calculations of Mayer (2009) or Kauermann and Küchenhoff (2011), the required number 
of responses feasible to analyse ranges from 385 to 400. Supposing a response rate of 
20% (Diekmann, 2010), the required number of relevant respondents should be about 
2,000. Moreover, interviewees should represent a realistic mix of organisational and 
private circumstances. Since outsourcing is a highly sensitive and mostly unpleasant 
topic for people involved - at least for those who faced negative consequences - it seems 
unrealistic to obtain such large sample size. 
 
3.3 Research strategy 
According to Taylor and Bogdan (1998, p. 90), the choice of an approach “should be 
determined by the research interests, the circumstances of the setting or the people to 
be studied, and the practical constraints faced by the researcher”. Flyvbjerg (2006, p. 
26) emphasises that “good social science is problem-driven and not methodology-driven, 
in the sense that it employs those methods, which for a given problem at best help to 
answer the research question at hand”. After having analysed several research 
strategies, the conclusion was drawn that semi-structured interviews are the best 
approach to answer the research questions most extensively. The reasons for this 
decision are addressed in the upcoming sections. 
 
3.3.1 Survey 
A survey observes characteristics of the individual members (Jansen, 2010) involved in 
a brief interview or discussion on a specific topic (Kowalczyk, 2015). Contrary to 
Saunders et al. (2012), Jansen (2010), Fink (2003) and Wester (1995) distinguish 
between quantitative and qualitative surveys. The differences are mainly the level of 
standardisation and structure and the number of respondents involved. As the choice of 
an approach has already been made, the focus here is only on qualitative surveys. The 
analytical idea behind the applied strategy is to explore several individual cases of 
outsourcing with their specific circumstances in order to identify similarities or differences 
of certain phenomena, attitudes or behaviour supported by the model. According to 
Jansen (2010), this can be achieved by applying qualitative survey strategy, which 
typically explores diverse behaviours or cognitions within a given population based on 
some ten to fifty semi-structured interviews with unrelated individuals selected from that 
population. In this study, independent and unrelated persons from different branches, 
organisations, functions and hierarchy levels were interviewed and thus wide diversity 
within the sample could be achieved. In terms of the hierarchy level there were workers 
and middle managers participating, whereas the middle managers had to be as well 
affected by the outsourcing project. 
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Concerning the structure and standardisation, the survey was conducted semi-
structured. According to Jansen (2010), in a structured survey some main topics, 
dimensions and categories are usually defined beforehand, and the identification of 
these issues in the respective research units is guided by a structured protocol. The aim 
is primarily to see which of the predefined characteristics of the studied population exist 
empirically. With a semi-structured approach, it was possible to combine the deductive 
test of aspects identified in the literature review with an inductive identification of new or 
different aspects, especially in regard to outsourcing projects. 
 
In the following sections, the rejected alternative strategies are briefly discussed, and the 
reasons for rejection explained. 
 
3.3.2 Experiment 
Since this thesis aims to answer a research question and not to test hypotheses (Risjord, 
2014; Saunders et al., 2012), an experiment would not be appropriate. Furthermore, an 
experiment tests a claim by changing a dependent variable and by studying the impact 
of other independent variable under fixed and controlled conditions (Hakim, 2000; 
Risjord, 2014; Atteslander, 2010; Saunders et al., 2012). In this situation, the results of 
an experiment would raise the question of whether the findings are a consequence of a 
changed process, of a different environment or of different employees and impact.  
 
3.3.3 Ethnography 
Ethnography treats individuals observed in groups as participants rather than subjects 
(Saunders et al., 2012). It is more selective, typically addressing the issue of “what is 
going on” between the participants in greater analytical depth and detail (Wilkinson, 
2011) and focusing on detailed and accurate description rather than explanation (Babbie, 
2004). Thus, ethnography observes and analyses processes between participants rather 
than leads individuals through a process, which is the aim of the thesis. The second 
reason why this strategy was rejected is that in this case a researcher plays an active 
role: in order to describe and understand social actions of the participants, the researcher 
stays in their natural environment, interacts with them and participates in their everyday 
ceremonies and rituals (Gobo, 2011). This continuous engagement in the participants’ 
environment makes it impossible to treat it like a normal job. Furthermore, in case of an 
outsourcing project it could be very time-consuming: from the first rumours to the final 
realisation, such a project usually takes at least months and often more than a year. 
Ethnography would reduce the level of diversity because only one or only a few 
outsourcing projects could be observed. 
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3.3.4 Archival research 
Archival research uses administrative records and documents that were originally 
collected as principal data for a different purpose (Saunders et al., 2012). Even if usable 
data exist, they are not expected to contain sufficient amount of accurate information to 
answer the specific research question, or access to these data may be limited for ethical 
reasons. Hence, secondary data analysis was not pursued. 
 
3.3.5 Narrative inquiry 
Riessman (2011) describes narrative inquiry as case-centred rather than category-
centred. It can be expanded to suit the demands of a particular project. This thesis 
focuses on an individual employee with his or her specific circumstances, perceptions 
and experiences. Narrative inquiry preserves chronological connections and the 
sequence of events (Riessman, 2011), but for this purpose it is of less importance than 
the correlation of the results obtained in the literature review and the employee-specific 
amendments. Hence, to derive organisation-independent or overarching 
interrelationships of outsourcing activities with regard to the research question, a 
category-centred approach seems to be more appropriate than a case-centred inquiry. 
 
3.3.6 Case study 
Case studies are appropriate to study areas where little research has been conducted 
(Merriam 1998). This meets the initial situation of the thesis, verified by the literature 
review. Case studies investigate a very small number of examples (Risjord, 2014) or 
even one single case in depth (Creswell, 1998; Flyvbjerg, 2006; Yin, 2014) and in its 
real-world context (Creswell, 1998; Yin, 2014; Saunders et al., 2012; Stake, 1988) in 
order to understand the dynamic within a specific organisation (Tilsic, 2010), respectively 
specific approaches or processes (Marshall & Rossman (1999). In terms of focus, case 
study is comparable to narrative inquiry. Hence, applying a case study strategy would be 
a “very worthwhile way of exploring or challenging an existing theory” (Saunders et al., 
2012, p. 180) or of discovering new phenomena or hypotheses (Risjord, 2014; Flyvbjerg, 
2006; Yin, 2014). However, a case study cannot provide reliable information about the 
broader class (Risjord, 2014), which means that a specific case is analysed from 
perspectives of different employees, but the conclusions are mostly not transferable to 
outsourcing projects in general. 
 
3.3.7 Action research 
Action research is an iterative inquiry process of multiple circles of diagnosing, planning, 
taking action and evaluation based on the context and purpose to promote organisational 
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learning (Saunders et al., 2012). It aims at actively influencing the research environment 
studied by deliberate introduction of an element of change that would otherwise be 
absent (Greenword & Lewin, 1998). This strategy cannot be applied in this thesis. The 
reason can be elucidated with an example from the findings of the literature review: if 
management fails to inform the affected employees at an early stage of the project, it 
cannot be corrected in the same project. This approach is more adequate to investigate 
continuous improvement processes rather than single radical changes such as a specific 
outsourcing project. 
 
3.3.8 Grounded theory 
The aim of grounded theory method is to generate or discover a theory (Glaser & 
Strauss, 1967; Strauss & Corbin, 1994; Glaser, 1978; Jansen, 2010; Charmaz & Bryant, 
2011; Saunders et al., 2012; Baszanger, 1992) rather than to describe or apply the 
existing theories (Charmaz & Bryant, 2011). Typical sources of data in this case are 
interviews, field observations and documents (Strauss & Corbin, 1994). This strategy 
does not seem to be applicable because the aim of the thesis is to identify 
interrelationships and phenomena specifically for outsourcing projects from employees' 
perspective. If the aim of the study were to test, for instance, the eight-phase theory of 
Kotter or the three-phase change model of Lewin (unfreeze/move/re-freeze), grounded 
theory would be appropriate, but this is not the case. 
 
3.4 Target group and time horizon  
3.4.1 Basic population and sample 
The basic population has to be explicitly defined prior to the study (Kromrey, 2002; Bortz 
& Döring, 2006; Raithel, 2008; Schöneck & Voß, 2005). Furthermore, it is to be 
determined whether extreme cases or typical cases will be considered and whether 
experts’ opinions should be included (Raithel, 2008). Focus of this particular study is on 
employees who could potentially be affected by outsourcing. Presumably, the range of 
experiences within this group is very wide: some employees have already been affected 
by an outsourcing process and some have never had such experience. Results of 
surveys may be called into question if individuals who lack personal experience are 
asked to comment on their imagined potential attitudes. The risk is that the results might 
be falsified by assumptions. Thus, for this empirical study the target group includes 
persons who have already had experience with an outsourcing project as person 
concerned. To achieve a high level of diversity, respondents from different branches, 
organisations, functions, hierarchy levels and both genders were interviewed. 
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The existing theories say little regarding an ideal (or maximal) time period between the 
event and the survey. Several studies demonstrate that the quality of memory is highly 
dependent on “how central the event was for the respondent’s identity” (Waters et al., 
2013, p. 462). For events that are highly central to one’s identity, subjective ratings of 
distress are related to better memory (Boals et al., 2010). Based on these insights and 
on the assumption that an outsourcing project radically affects all employees, a period 
of maximum eight years between the outsourcing took place and the interview has been 
taken in this study: respondents might remember fewer aspects or aspects in a different 
way if a longer period of time had passed.  
 
3.4.2 Enlistment of interviewees 
Outsourcing has mostly negative impact on employees’ trust in company’s management, 
their job satisfaction and motivation and is linked to high levels of stress (Schillen & 
Steinke, 2011). For this reason, the search for access to persons who potentially could 
be included into the target sample group was difficult and highly time consuming. It was 
hardly possible to find potential respondents for the study direct via internet platforms or 
networks. Almost all interviewees were found indirectly. Only four out of fourteen could 
be approached directly because they had become professional outsourcers after having 
been affected by an outsourcing project. The search strategy was to contact persons 
with outsourcing background in professional networks and private social networks. To 
reduce the non-response rate, contacted persons were given information about the aim 
of the study and the reason for the contact (see example in appendix 5.3). Furthermore, 
they were asked about possible contact persons in their network who might volunteer to 
participate. There was an expectation that respondents would be found via snowball 
effect, which represents a good option if a target group is difficult to identify by screenings 
or direct access (Häder, 2010). Potential participants can be accessed indirectly via the 
social networks of accessible persons. This expectation was fulfilled: four out of fourteen 
informants were identified via snowball effect in my own private network and the majority 
of respondents (six out of fourteen) volunteered after having contacted the participants 
who had already confirmed or completed their interviews. In sum, the total of ten out of 
fourteen interviewees were enlisted via snowball effect. No restrictions were imposed 
regarding branches where potential respondents worked. The aim was to have a range 
of branches as wide as possible to give a general picture of outsourcing processes and 
exclude branch-specific behaviours. This aim was successfully achieved: fourteen 
respondents work in six different branches: IT (4), banking / finance (4), steel industry 
(1), retail (1), logistics (1) and automotive industries (3). 
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Table 3.1: Demographic overview of the respondents 
 
Nine out of fourteen respondents were middle managers in their organisation and in a 
sandwich-function between the driving senior management. Each of these respondents 
was personally affected by outsourcing and was the main contact person for the team. 
 
3.4.3 Time horizon 
Two basic approaches exist regarding time horizon within a study: a longitudinal study 
examines a group over a long-time period in order to collect data on a continuous basis 
and study patterns of change (Kumar, 2010), whereas data collection of a cross-sectional 
analysis focuses on one particular time period or phenomena (Diekmann, 2010; 
Saunders et al., 2012). The approach chosen for this thesis is clearly cross-sectional: 
the study examines different outsourcing projects, employees and phenomena to 
achieve a high level of diversity. Longitudinal approach is more typical for experiment-
based or action research strategies. A longitudinal approach in our case would require 
accompanying some employees throughout the whole outsourcing project and an ability 
to actively change the environment and project management of the organisation, which 
would be unrealistic. Figure 3.1 summarises the proposed research design. 
 
Interview Branche Hierarchy level Age overall experience
C1 Consumer and automotive industry Middle manager 40 negative
C2 IT Middle manager 42 negative
C3 IT Staff 45 negative
C4 Transportation Middle manager 44 negative
C5 Steel industry Middle manager 35 positive
C6 Finance Staff 38 negative
C7 IT Middle manager 41 positive
C8 Consumer and automotive industry Middle manager 48 negative
C10 IT Middle manager 40 positive
C11 Consumer and automotive industry Middle manager 51 positive
C12 Retail Middle manager 46 negative
C13 Finance Staff 40 negative
C14 Finance Staff 43 negative
C15 Finance Staff 41 positive
Demographic table
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Figure 3.1: Proposed research design in the form of a “research onion” as suggested by 
Saunders et al. (2012, p.128)  
 
3.5 Research planning 
Diekmann (2010), Atteslander (2010), Häder (2010), and Mayring (2002) divide research 
process into five steps: formulation and detailed definition of a research topic, planning 
and preparation, data collection, data analysis and reporting. Planning and preparation 
phase can in turn be subdivided into construction of a data collection instrument, 
determination of an investigation form, sampling procedure and pre-test (Diekmann, 
2010). 
 
3.5.1 Data collection method and participants 
The next step of the preparation and planning phase was the choice of the most 
appropriate and best applicable data gathering method. Within the chosen strategy, 
possible data collection options are single interviews or a focus group of employees with 
personal experience in outsourcing. Eventually, individual interviews with key informants 
were chosen as data collection method.  
 
Interviews of various informants can give an insight into the nature of social phenomena 
(Taylor & Bogdan, 1998). Furthermore, this data collection method is well suited for the 
identification of new aspects of a phenomenon, unexpected interpretations or 
interrelationships (Weischer, 2007). Moreover, interviews illuminate participants’ vision 
of the world and give an insight into their personal experiences (Risjord, 2014; Saunders 
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et al., 2012; Taylor & Bogdan, 1998; Weischer, 2007) in particular contexts and allow a 
big extent of flexibility (Hair et al., 2007; Taylor & Bogdan, 1998; Weischer, 2007). These 
aspects are significant parts of the research study to answer the question of how to 
manage opportunities and risks for various employees in outsourcing initiatives. 
According to the model, in case of each particular employee, individual situation, 
attitudes and perceptions are unique. Based on that interpretation, interrelationships and 
needs are also different. Interviews help better understand individual context and thus 
employee’s attitude and behaviour in it and compare it with other “personal outsourcing 
models”.  
 
An alternative option would be a focus group where participants are asked in a group 
about their opinions, beliefs, perceptions and attitudes on a given topic (Bryman & Bell, 
2007). This way of collecting qualitative data usually involves engaging a few people in 
an informal group discussion on a particular topic (Wilkinson, 2011). However, it would 
be difficult to get a dozen or more participants from different locations, branches and 
companies at one place for a workshop for a couple of hours. Furthermore, much longer 
time would have to be spent on one respondent: on average, about one full day per 
participant in a focus group is required compared to typically about an hour in single 
interviews. Thus, interviews were the most promising and applicable method for data 
collection. Since interviews are an information-gathering form of conversation that varies 
from highly structured, standardised, quantitatively orientated survey to semi-formal 
guided conversation or free-flowing information exchange (Holstein & Gubrium, 2011) 
the level of structure and determination of the target group had to be defined.  
 
For the thesis, key participants were chosen who have already had experience with or 
were currently involved in an outsourcing project because they have specific, topic-
related knowledge. In contrast to the British understanding, German scholars often 
describe key informants as “experts” rather than accredited professionals. “Experts” are 
individuals who enjoy an exclusive position in the context because they possess 
knowledge that is not accessible to everybody (Liebold & Trinczek, 2009; Gläser & 
Laudel, 2010). In this thesis, both terms in the above meaning are used and citations 
from German studies are provided as well. In expert interviews, persons are queried as 
specialists for particular circumstances (Weischer, 2007; Gläser & Laudel, 2010). Such 
interviews are often conducted as guided interviews (Flick, 2010; Liebold & Trinczek, 
2009) and are thematically similar to semi-structured interviews with tolerance for 
adaption (Hopf, 1995; Liebold & Trinczek, 2009; Gläser & Laudel, 2010). 
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Here the empirical investigation was conducted via guided expert or key informant 
interviews. The guide was adjusted to a typical outsourcing process and semi-structured. 
Findings from the literature review were compared to the outsourcing reality, which left 
enough room for narration, whereby new aspects could be identified as well. Table 3.2 
gives an overview of some studies that used a comparable methodology to investigate 
perceptions, attitudes or behaviours in change situations within organisations. 
 
 
Table 3.2. Examples of studies with comparable scope 
 
3.5.2 Interview guide 
In a semi-structured interview, guides with ex ante formulated questions serve as a frame 
that can be handled selectively and varied during the interview (Weischer, 2007; 
Diekmann, 2010; Helfferich, 2011). It was important to develop a guide concept that 
allows for verification of the findings from the literature review and along with that 
identification of new aspects. Finally, an interview guide should encourage openness of 
the respondents, follow their memory and be semi-structured (Liebold & Trinczek, 2009; 
Helfferich, 2011).  
Author Year Aim Research question Method
Number of 
interviews
Number of 
organi-
sations
Average 
duration
Ozdemir et al. 2016
Employees' perceptions 
regarding change
semi-structured 
interviews 21
Nag & Gioia 2012
Understand the content of 
executives schemas about 
knowledge, scanning 
tendencies and 
implications of each for 
their meaningful actions
semi-structured 
interviews 53 22
Hossan et al. 2013
Yield a detailed, rich and 
holistic understanding of 
people's opinions, 
aspirations, attitudes, 
feelings, emotions and 
experiences
How variables relating to 
employee's attitudes 
towards eServices interact 
with other features 
essential for their 
functioning in the local 
government context
semi-structured 
interviews 23 40 min
Glaister 2014
To gain an understanding 
of the process and 
structures that have 
created a particular 
worldview
The impact of outsourcing 
on HR role, competency 
development and 
relationships
semi-structured 
expert interviews 27 60-90 min
Tilcsik 2010 building process theories
How does the process that 
leads up to decoupling 
unfold and what happens 
within an organisation 
after decoupling occurs interviews 17
Learmonth 2005
How  the dominant 
language used has 
rendered the world 
intelligible and 
contestable in particular 
ways
unstructured 
interviews with 
only an opening 
question 16
McCann et al. 2008
How increased 
competitive pressure have 
stimulated organisational 
change
multi-case study 
with interviews 64 50
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As a guide is normally derived from literature-driven assumptions (Liebold & Trinczek, 
2009; Flick, 2010), interview questions are based on the findings obtained from literature 
review. According to Schöneck and Voß (2005) and Atteslander (2010), a guide should 
only include the questions required to answer a particular research question. 
Accordingly, in this study the interview questions reflected findings from the literature 
review and were complemented with some narrative questions to search for additional 
aspects. To construct a guideline, the first step is to build thematic blocks (Raithel, 2008) 
for all corresponding questions. In this study, ten thematic blocks were defined that follow 
the line of a common outsourcing process and individuals’ memories about the 
respective events. These blocks refer to the cluster structure of the findings in the 
literature review. 
 
Block Content Question no. 
1 Project information and impact level 1-3 
2 Direct and indirect impact 4-5 
3 Overarching experience evaluation and main reasons 6-7 
4 Initial and target situation 8-10 
5 Communication and management behaviour 11-13 
6 Perception of management and individual support 14-15 
7 Participation 16-17 
8 Evaluation of the achieved targets 18-19 
9 Additional topics (narrative) 20 and 24 
10 Personal information 21-23 
 
Table 3.3. Structure of interview guide  
 
In addition, the design of the interview guide followed further recommendations. For 
example, the most important questions were asked in the middle of the interview 
because attendance of respondents tends to increase at the beginning and decrease in 
the course of the interview (Diekmann, 2010; Schöneck & Voß, 2005; Raithel, 2008). 
These questions were derived from the literature review and concerned such topics as 
communication, participation and management of individual issues. At the beginning of 
the interview (Diekmann, 2010; Gläser & Laudel, 2010) and at the end (Bortz & Döring, 
2006), simpler questions were asked. At the end of the interview, interviewees were 
asked about topics that might be important but had not been dealt with so far (Gläser & 
Laudel, 2010). The guide contains only short, open and clear questions that can be 
successively concretised in the course of the interview. The English translation of the 
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semi-structured guideline for the interviews is provided below. For the original German 
version see appendix 10.3. 
 
1. What kind of concrete outsourcing measures affected you personally? Which kind of 
measure were you confronted with? 
2. When did it take place? 
3. What consequences arose for you personally? (relocation salary, …) 
4. Which impact did the measure have on your organisational environment? 
5. Was the interaction with colleagues additional burden for you? To what extent?  
6. How would you evaluate the experience from today’s perspective? 
7. What are the crucial aspects in your memory? 
8. Which information did you get about the measure (back then)? 
9. What was officially announced? 
10. What did you suppose? 
11. Who informed you and how? 
12. After you received the information, was the outsourcing measure clear for you?  
13. In your view, what kind of action would have been appropriate? 
14. Did the management take you and your problems seriously? In what way? 
15. Was it or would it have been relevant for you? 
16. How were you involved in the implementation of the outsourcing measure? 
17. How would it have felt if you had been directly involved in the planning and realisation? 
18. What kind of acknowledgement did you get for having achieved the targets? 
19. How important was that/would that have been for you? 
20. What motivated/would have motivated you to support the outsourcing measure? 
21. Which area of the company are you working in? 
22. How long have you been working for the company? 
23. How old are you? 
24. Do you have any additional remarks or would you like to talk about issues that are 
important for you? 
 
Interviews were conducted between January and May 2012. At times, not all prepared 
questions were asked because an interviewee took more time to comment and explain 
certain themes that were specifically important for him or her. Hence, some other topics 
were not discussed in detail or even not mentioned. This effect was quite expected 
because the aim of the interviews was also to give space for narration, which would 
enable to identify factors that did not arise in the literature review. In total, interviews took 
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898 minutes, an average of sixty-four minutes per interview. The range was between 
thirty-six and 157 minutes. The age of the interviewees was between thirty-five and fifty-
one, on average fourty-two years, five of them worked as staff members and nine held 
positions of middle managers at the moment when outsourcing took place. Five of the 
respondents evaluated their personal experience as positive overall and nine as overall 
negative overall.  
 
The tape-recorded interviews were transcribed in German (“data collection”). One of the 
respondents objected to the interview being recorded, so the main aspects were 
recorded in written form directly after the meeting, as recommended by Gläser and 
Laudel (2010). Extracts from interviews were translated from German into English when 
the respective citations were allocated to sub-codes. Two interviewees were not German 
speaking (C8 and C11), so in this case interviews were held in English. 
 
3.5.3 Pilot study 
Pre-tests, or pilot studies provide reliable information about the quality of tools intended 
for use in a study (Häder, 2010); thus, questionnaires or interview guidelines should be 
tested at an early stage (Diekmann, 2010; Weischer, 2007; Bortz & Döring, 2006). 
Criteria for the quality check are as follows: applicability; clarity and comprehensiveness 
of questions; possibility to evaluate the answers and, finally, test for significance (Mayer, 
2009; Raithel, 2008; Häder, 2010). In this study pilot study was conducted in two steps. 
To evaluate general applicability and comprehensiveness, a test interview with a person 
outside the target group was held. After having introduced some modifications, a second 
pilot study with a person from the target group was conducted in order to additionally test 
all other criteria. After the second pre-test, little adjustment was needed: some 
formulations had to be revised to shorten the question and two in-depth questions 
(number ten and thirteen) were added. Since the second pilot addressed the complete 
spectrum of themes, the obtained results were considered in the data analysis. 
 
3.5.4 Representativeness and sample size 
Generalisation of research results is the basic problem of qualitative research due to the 
lack of statistical evidence (Helfferich, 2011). However, Mayring (2010) argues that 
results of a qualitative research can be sufficiently representative due to the quality, 
depth and sufficient quantity of interviews. Thereby, instead of a statistical 
representativeness in quantitative research, the aim in a qualitative study is 
representativeness with regard to content (Lamnek, 2005). O’Reilly and Parker (2015) 
emphasise that the approach for qualitative research should be pragmatic and flexible 
concerning sampling. They add, that an adequate sample size is one that sufficiently 
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answers the research question. Thereby, the sample can be completed step-by-step 
(Helfferich, 2011), which is a typical approach in qualitative analysis (Taylor & Bogdan, 
1998; Glaser & Strauss, 1967). With the increasing number of interviews, validation of 
interdependencies and the level of empirical validation increase, too (Gläser & Laudel, 
2010). Referring to numerous scholars the empirical validation of interview studies is 
determined by “theoretical saturation” (Guest et al., 2006; O’Reilly & Parker, 2015; 
Francis et al., 2010; Nag & Gioia, 2012; Eisenhardt, 1989; Flick, 2010; Helfferich, 2011). 
The concept of data saturation was introduced to the field of qualitative research by 
Glaser and Strauss (1967) and is defined as the point in the data collection, when no 
new additional data are found that develop aspects of conceptual category (O’Reilly & 
Parker, 2015; Marshall et al., 2013; Francis et al., 2010; Helfferich, 2010; Flick, 2010). In 
contrast to the quantitative analysis there is no published guidelines or test of adequacy 
for estimating the sample size required to reach saturation in qualitative research 
available (O’Reilly & Parker, 2015; Francis et al., 2010; Guest et al., 2006; Marshall et 
al., 2013; Gläser & Laudel, 2010; Morse, 1995). Bortz and Döring (2006) add to this 
statement, that the sample size is furthermore dependent on the temporal and financial 
premises of the researcher. Generally, the sample size of qualitative studies is, 
compared to quantitative ones, significantly smaller, but much more in-depth (Diekmann, 
2010).  
 
As a guideline to plan data saturation, Francis et al. (2010, p. 1234) proposed to follow 
four principles. First, researchers should specify beforehand at what sample size the first 
round of analysis will be completed. Second, the researcher should specify the stopping 
criterion. The third principle is that the analysis would ideally be conducted by at least 
two independent coders. Finally, the data saturation methods and findings ideally would 
be reported so that the readers can evaluate the evidence. These principles build the 
framework of the study. The first two principles will be defined below. The fourth principle, 
data saturation and the findings are content of chapter 4. To comply with the third 
principle, a sample of 6,7% of the interview extracts was re-coded by a peer from my 
DBA group according to the recommendation of Creswell (2013) to review and critique 
the analysis by a third party. He confirmed the allocation of the extracts to the codes and 
proposed to further divide some sub-codes into more detailed ones. To avoid too many 
codes that partly overlap, it was decided not to make the codes more detailed. There are 
several acknowledged studies and recommendations concerning the required sample 
size for qualitative research with interviews, nonetheless those are orientations, no rules. 
Guest et al. (2006, p. 74) identified the “magic number of six interviews”, which is 
according to them, consistent with Morse’s (1995) recommendation of a minimum 
number of interviews. In the same journal, they posit that the data saturation for the most 
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studies occur after twelve interviews. Nielsen and Landauer (1993) created a 
mathematical model based on results of six different projects and demonstrated the 
same figures. They identified that six participants can uncover 80% of the major usability 
problems within a system, and that after twelve participants the level tends at around 
90%. A further approach has been identified by Francis et al. (2010). They defined a 
minimum of ten interviews as purposive diversity sampling. As criterion for data 
saturation they proposed three further consecutive interviews with no new themes. 
Finally, they stated (2010, p. 1242) that “although the ten-plus-three criterion is not 
perfect, it appears to be a fairly effective guide.” With regard to the finally defined sample 
size, Francis et al. (2010) emphasised an ethical issue. They underline that it is 
potentially unethical to recruit further participants as required to a study and not make 
full use of the data they provide. On the other hand, “some researchers warn that 
completing analysis too soon runs the risk of missing in-depth and important content” 
(Guest et al., 2006, p. 77). 
 
According to the recommendation of Francis et al. (2010), ten interviews as initial sample 
size were defined. Considering the saturation criterion, thirteen participants had to be 
identified and interviewed. After ten interviews the development of the code structure 
was analysed. Referring to that after having seven interviews being carried out, no 
additional clusters of aspects arose. Figure 3.2 shows the development of the sub-codes 
identified. 
 
 
Figure 3.2: Code structure development 
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After that, it was decided to conduct all four, remaining scheduled interviews. Those 
further interviews did not produce additional aspects, the dimensions of phenomena 
varied without any significant change in general statements. With that, the criterion of 
data saturation was fulfilled. Hence, by conducting fourteen interviews the recommended 
requirements for sampling and valid qualitative research was covered. 
 
3.5.5 Research ethics 
Fundamental ethical aspects have to be considered as the topic of outsourcing seems 
to be very sensitive, and thus researchers have to comply with the university ethical 
process and rules, available on the web page of the University of Portsmouth 
(http://www.port.ac.uk/accesstoinformation/policies/humanresources/filetodownload,88
682,en.pdf) 
 
The approval process for the applied approach was different to the standard process at 
the Portsmouth Business School as the interviews took place before the start of the DBA 
programme. Before implementation, the envisaged concept how to approach the 
potential respondents and the interview guide was discussed and released by the former 
supervisor, Dr Nino Tomaschek, University Vienna, considering the demanded ethical 
requirements. The implementation of those requirements has been accredited by Dr 
Tomaschek (appendix 10.1.2). The accreditation has been submitted to the Portsmouth 
Business School’s Faculty Ethics Committee for confirmation. This confirmation has 
been provided by 11 May 2016 (appendix 10.1). 
 
In the first contacting phase, the potential participant was informed about the purpose of 
the study (research), the aim (content), main aspects of the interview according to the 
prepared interview guide and the reason this person was chosen. During the second 
contact, which was conducted via email or phone call, respondents were assured that 
the information will be kept confidential and used only anonymously. They were also 
informed about the expected duration of an interview (approximately one hour) and, if 
required, were given some more details about the background of the study and 
anticipated questions. Then a date for the interview was arranged and the location 
defined (preferably proposed by the interviewee). Before the interview started, the 
respondent was repeatedly informed about the ethical aspects: exclusively voluntarily 
participation, measures to ensure confidentiality and anonymity of the data (a required 
criteria according to Wiles, 2013) and possibility to withdraw from participation and use 
of given information at any time. In addition, respondent was asked for consent to record 
the interview via digital recorder. One out of fourteen interviewees objected, so the key 
messages of one interview were recorded in written form directly after the interview 
according to the recommendation of Gläser and Laudel (2010). At the end of the 
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interview, the respondent was asked if he or she wished to receive a summary of the 
study results. After the study is completed and the results processed and published, all 
records and transcriptions will be retained in an inaccessible drive or safe of the author 
for ten years. 
 
3.5.6 Data interpretation and analysis 
Havar-Simonovich (2012) emphasises that planning is required not only for data 
collection but also for data analysis. According to Jorgensen (1989) and Mayring (2010), 
the aim of the findings phase is to assemble or reconstruct themes, content and aspects 
contained in the data in a meaningful and comprehensive way. Content analysis includes 
extracting pieces of the interviews from the transcribed field notes produced as tape-
recordings or handwritten notes (“findings”) and then converting them into write-ups and 
interpreting them into “intelligible products” (Welman et al., 2005; Gläser & Laudel, 2010; 
Flick, 1995) (“analysis”). To meet these requirements, a model for the analysis and 
discussion of the empirical data was developed. The goal was to answer the research 
question in a structured way (see figure 3.3). In the first step, open coding approach was 
applied: sub-codes and main codes were allocated to the data from the transcribed 
interviews. After that, the most significant statements were extracted into tables and later 
used in finding derivation phase (chapter 5) and analysis phase (chapter 6). Thereby, 
the main codes were coded once again and allocated to major codes, which showed 
connections on this level of aggregation. The last step of the analysis was evaluation of 
the emphasis the respondents gave to certain aspects or statements. Consolidation of 
these statements gave an indication of the relevancy of factors for the impacted 
employees in an outsourcing activity, which allowed giving additional value to the answer 
of the research question. In the discussion, the results of the finding and analysis phase 
were compared with the results obtained in the literature review, and similarities and 
differences regarding outsourcing were analysed. 
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Figure 3.3: Schematic model of the applied content analysis process 
 
3.5.7 Content analysis approach 
To identify specific influencing factors of outsourcing and to analyse deviations from the 
existing literature, content analysis of the gathered interview data was conducted in two 
steps (Atteslander, 2010; Mayring, 2010; Gläser & Laudel, 2010). These authors 
recommend building categories deductively by using the results of theoretical analysis 
and inductively by creating categories during the data analysis. The first step was already 
done during the literature review: all extracted statements from the existing literature 
were summarised and grouped into sub-codes and main aspects, respectively (see 
figures 4.1 and 4.2). The second step was the derivation of findings from the interviews 
and analysis of the results (see chapter 4 and 5). The results of both steps are discussed 
in chapter 6. 
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3.5.7.1 Finding derivation and analysis process 
Structuring the data means scanning, sorting (Jorgensen, 1989; Mayring, 2010) and 
subsequent open coding. All interviews were independently analysed by allocating each 
of the 725 relevant quotes of the fourteen respondents to a sub-code. Afterwards, thirty-
nine sub-codes were identified and consolidated into twelve main codes (see table 3.3). 
The sub-codes give an overview of all the themes that, in the view of the respondents, 
are relevant for the topic of outsourcing. Some themes were equally important for all 
interviewees, the relevance of other themes diverged depending on the respondent, and 
a few themes appeared to be much more important than presented in the literature on 
change management. In chapter 4, the findings of all thirty-nine sub-codes are explained 
and exemplified by certain statements. In chapters 5 and 6, the findings are analysed 
and discussed. 
 
No Main code   No Sub-code 
1 
Appreciation of performance 
until now 
 1.1 Appreciate performance of employees until now 
 1.2 Conflicts with the existing company values 
2 
Competent and reliable 
information and promises 
 2.1 Reliable information and sustainable statements 
 2.2 Accurate information and binding promises 
3 
Follow-up of raised 
questions and inputs 
 3.1 Follow-up to raised questions 
 3.2 Consideration of employees' input 
4 
Clear statements regarding 
opportunities and negative 
impacts 
 
4.1 
Clear explanation of consequences for the 
employees 
 4.2 Impact on social environment 
 
4.3 
Information about possible alternatives for 
employees 
 4.4 Impact of age and job tenure 
5 
Adequate announcement 
and justification with 
evidence 
 5.1 Adequate and formal announcement of change 
 
5.2 
Commitment of middle managers as stakeholders 
about the change 
 
5.3 
Explanation and justification of outsourcing 
requirement with facts and arguments 
 5.4 Announcement of a detailed realisation plan 
 5.5 Announcement of a sustainable target 
 
5.7 
Use of arguments that can be understood by the 
employees 
 5.8 Acknowledgement for reaching milestones 
6 
Avoidance of uncertainty and 
rumours  
6.1 Avoidance of uncertainty and rumours 
7 Communication concept 
 7.1 Early involvement of employees 
 7.2 Announcement by senior management 
 7.3 Direct and trustful contact with management 
 
7.4 
Continuous flow of information on the change 
process and progress 
 7.5 Dialogue with opportunity for discussion 
 
7.7 
Introduction of an exchange platform for 
employees 
 7.8 Communication outside the organisation 
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 7.9 Communication seen from employees' perspective 
8 
Participation of employees in 
implementation 
 8.1 Participation of employees 
 8.2 Participation of stakeholders 
 8.3 Freedom of action 
9 
Individual support to manage 
consequences of change 
 
9.1 
Individual discussions about consequences and 
solutions 
 
9.2 
Information about new jobs, company culture and 
work environment 
 9.3 Possibilities for individual support 
 9.4 Selection of supporting person  
 
9.5 
Commitment to the search of individual solutions 
from both sides 
10 Observance and action  
 10.1 Sufficient time for employees to react 
 
10.2 
Observance of attitudes among employees and 
appropriate action  
11 
Mentoring program for the 
transition period  
11.1 Introduction to the environment, processes and 
culture of the new company 
 11.2 Mentoring during the transition phase 
12 
Taking into account indirectly 
affected employees 
 
12.1 Employees might be indirectly affected 
 
Table 3.4: Overview of the coding structure 
 
Most statements were given on topics “communication concept”, “adequate 
announcement and justification with facts” and “individual support to manage change 
consequences”. Almost all interviewees focused the following aspects listed as sub-
codes below: 
No Sub-code 
number of 
respondents 
1.1 Appreciate performance of employees until now 11 
2.1 Reliable information and sustainable statements 11 
4.1 Clear explanation of consequences for the employees 11 
5.2 Commitment of middle managers as stakeholders about the change 10 
5.3 
Explanation and justification of outsourcing requirement with facts 
and arguments 
12 
6.1 Avoidance of uncertainty and rumours 10 
7.2 Announcement by senior management 10 
8.1 Participation of employees 12 
9.1 Individual discussions about consequences and solutions 10 
9.3 Possibilities of individual support 11 
11.1 
Introduction to the environment, processes and culture of the new 
company 10 
 
Table 3.5: Sub-codes with the highest ranking in interviewees’ responses  
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The results of the finding derivation process are presented in tables where for each sub-
code statements made by interviewees are listed. Extracts from different interviews were 
compared to identify similarities and differences (Liebold & Trinczek, 2009). Table 3.6 
shows an example of a finding table from a sub-code. The analysis of the findings lead 
to the answer of the research questions about specific influencing factors for outsourcing 
(chapter 5).  
 
 
 
Table 3.6: Example of a finding table (example: sub-code 4.1)  
 
3.5.7.2 Approach for the “discussion” 
In chapter 6, the results of each main code from the empirical study are compared with 
the results obtained from the literature and discussed to identify similarities and 
differences. Figure 3.4 illustrates the applied approach. 
 
 
 
Figure 3.4: Illustration of the discussion approach (example: “participation”) 
4.1 Clear explanation of consequences for the employees
C2
Each employee got explained in very detail, salary old and salary new, all very little elements 
were valued against each other. This was perceived bad, this was really nitpicking
C4 But was does that mean for me precisely?
C4 For somebody, who makes his life dependent on a job, this is the theme number one
C5
It is not absolutely necessary to capture understanding or conviction, but at first you are happy 
to keep your job
C6
There were a lot of unclarified questions; the important focus is, that it must be possible to tell 
the employees what will be changed
C7
There has to be transparency - this and that has to be expected by then - this is very important 
to make the people aware, that is the way I am maybe impacted in the future or not.
C12 Giving honest information obtains high acceptance, rather than whitewashing
C14 This was a quite heavy burden
C15 This is highly dependent on the individual situation
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Participation
Responsible parti-
cipation of affected
employees in plan-
ning and realisation
Participation of
affected emplo-
yees in defining
targets and plan
Responsibility and
freedom of action
Participation
Encourage workers
to participate in 
decision-making
8
Participation of employees in 
implementation
81 Participation of employees
82 Participation of stakeholders
83 Freedom of action
Findings from the interviewsResults from the literature review
Outsourcing literatureChange related literature
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In the discussion, the results from the literature review or particular extracts such as, for 
example, the three-phase model from Lewin or the eight-stage process of Kotter are 
compared with the results of the finding analysis.  
 
3.6 Research quality 
This section reflects on the level of quality of the conducted research. The quality is 
usually expressed through the validity and reliability of a research investigation 
(Atteslander, 2010). Validity ensures that the applied instruments and procedures 
measure, what they are intended to measure (Raithel, 2008; Atteslander, 2010; Kumar, 
2010). Reliability is concerned with the question whether different researchers would 
make similar observations on different occasions (Jonker & Pennink, 2010). 
 
Considering the lacking consensus about appropriate criteria for justifying research 
results for interpretivist approaches (Sandberg, 2004), Leitch et al. (2010) believe that in 
interpretivist research the quality needs to be internalised within the underlying research 
philosophy rather than something to be tested upon completion. Accordingly, this section 
addresses the issue of validity and reliability by reflecting on the research design and 
process undertaken. 
 
3.6.1 Validity 
Jonker and Pennink (2010) distinguish between face, content, construct, population and 
external validity. Face validity asks whether the items of the investigation measure what 
they are intended to measure. In this thesis, this issue was addressed in a two-step pilot 
study that preceded the main empirical research undertaken. To evaluate general 
applicability and comprehensiveness, a test interview was held with a person different 
from those in the main study. After having introduced some modifications, a second pilot 
interview with a person from the target group was conducted. After the second pre-test, 
little adjustment was made before conducting the remaining main interviews with the 
unchanged setting. 
 
Content validity is achieved when the account has been taken of the views of experts in 
this specific area on the content and relevance of the survey (Roberts et al., 2009a; 
Mayring, 2010). To fulfil this requirement, results can be compared with the existing body 
of literature, although such a comparison is arguably imperfect given the specificity and 
novelty of the research question addressed in this thesis. With this in mind, the results 
of the undertaken research have been compared with main findings from the literature 
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review, and especially with the eight-step process of Kotter (1995). For both 
perspectives, the similar and diverging elements were discussed. 
 
Population validity checks if findings could be generalised from the specific sample to a 
larger group (Kauermann & Küchenhoff, 2011). Clearly population validity tends to be a 
strength of quantitative research, which typically uses sample sizes greater than in 
qualitative studies. Nevertheless, the results of the investigation provide some plausibility 
in support of generalisation. However, there might be some differences in the 
characteristics of certain aspects for specific settings. Nevertheless, the key findings are 
expected to be transferable, even if there exist some limitation with regard to country and 
company cultures as well as between operators and academics. 
 
External validity denotes whether findings can be generalised and applied to settings 
other than those specified in the research design. In principle, and as described in the 
discussion, there might be transferability to comparable settings as insourcing or 
mergers and acquisitions (M&A). However, the literature review performed suggests that 
different kinds of change, including different settings, need adapted approaches. This 
points to limits of the transferability to settings dissimilar to outsourcing-related change 
initiatives.  
 
Construct validity measures, how meaningful and accurate the used instrument and 
scale is for an application (Roberts et al., 2009b; Kayes, 2005). As this is much more 
applicable for quantitative research, the issue can hardly be addressed for the research 
design underlying this thesis. For qualitative research, Mayring (2010) recommends to 
refer to existing research results and experiences with a research design similar to the 
one undertaken in order to verify construct validity. In this sense, several studies with 
comparable context or research question were used as references (table 3.1). 
 
3.6.2 Reliability 
Reliability is a measure of consistency of an instrument across similar scale items 
(Kayes, 2005; Atteslander, 2011; Raithel, 2008). According to Babbie (2004, p. 309), 
qualitative studies “generally have more validity but less reliability” than in qualitative 
research. Reliability is rather of an objective nature, which is not the main concern in an 
interpretivist position (Havar-Simonovich, 2012) that underlies this thesis with the 
assumption of a subjective world. Subjectivity is explicitly recognised in various stages 
of the undertaken research process: 
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 Typically, in semi-structured interviews, the content and findings are influenced 
by the interaction between the interviewer and the interviewee.  
 The analysis of the interviews after transcription and the extraction of relevant 
content was likely influenced by subjective choices of the researcher. 
 Finally, the coding and, consequently, the analysis of the extracted content of the 
interviews was done with an open coding approach and accordingly a creative 
process. 
Nevertheless, several applied research elements worked in the direction of reliability. For 
example, the questions for the interview guide were primarily derived from the results of 
the literature review. In addition, fourteen interviews were undertaken, although coding 
stabilised after seven interviews. Finally, the explicit documentation of the research 
process should enable the emulation of the undertaken research with equivalent 
research results. 
 
3.7 Summary 
The research philosophy proposed in this thesis is an interpretivist one: with the 
employee perceptions forming a central part offer doctoral research under consideration, 
it is appropriate to acknowledge the subjective nature of these perceptions. The research 
progress is achieved through combination of deduction and induction. While using the 
relatively small sample, qualitative enquiry in an inductive fashion, deduction is still used 
when deriving conclusions from findings in the literature. Qualitative in-depth interviews 
suit the research question better than the other alternative choices of research methods. 
In particular, the explorative nature of the research underlying this thesis can be less 
accommodated with a quantitated, hypothesis testing approach. In the cross-sectional 
study undertaken, respondents were chosen among employees diverse in industry, 
function, hierarchical levels and gender. To qualify as interviewees, these respondents 
had to have experienced an outsourcing initiative over the last eight years. The sample 
size was determined by the data saturation criteria, with three extra interviews 
undertaken to confirm the saturation stage. Respondents were chosen in a non-random 
way and, based on the available network of contacts of the author, and by means of a 
snowball effect. The interview guide has been shaped based on the preliminary 
influencing factors derived from the literature review. Two pilot studies were undertaken 
to refine the interview guide and ensure research question compatibility and project 
feasibility. The entire study complies with the ethical standards and process rules put 
forward by the University of Portsmouth. 
 
Except the two interviews with the non German speaking respondents, the interviews 
where performed and transcribed in German language, with the coding serving as the 
Page | 66  
 
point of translation into English. Content analysis was performed in an openly coded, 
inductive way, influenced by the coding resulting from the literature review. 
 
The following chapter shows the findings from the executed research design. 
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4 Findings from the interviews 
This chapter describes the findings of the implemented research design specified in the 
previous sections and gives an overview of respondents, data basis, coding tree and 
differences within the transcribed interviews. The interview extracts presented in the 
tables and as citations within the text are representative of the majority of the 
respondents or explain the spread of values within the particular aspect. Section 4.13 
summarises this chapter. For those citations, that are used as English translation in the 
text, the original German citations are provided in footnotes. 
 
4.1 Appreciation of the performance up to now 
One theme that was not explicitly part of the interview guide, but that nonetheless 
emerged often in the interviews was appreciation of employees as individuals and of 
their performance at workplace. Eight out of fourteen interview partners raised the theme, 
and all of them agreed about the content and importance of the issue. Below the findings 
on the two sub-aspects of this theme are addressed: appreciation of performance and 
conflicts with the company’s values. 
 
1 
Appreciation of performance 
until now  
1.1 
Appreciate performance of employees 
until now 
 1.2 Conflicts with the existing company values 
 
Table 4.1: Code structure of main code 1 
 
4.1.1 Appreciation of employee performance until now 
According to the experience of almost all respondents who raised the topic, employees 
often miss appreciation of them as individuals and acknowledgement of their 
performance. Respondent C12 stated that “appreciation is not only achieved by the 
salary, but also simply by acknowledgement of performance; that is important”1. 
Interviewee C4 stated that “it hurts very much to understand that we were not as 
professional as the other company”2. If appreciation is missing or the performance is 
assessed poorly or even addressed disrespectfully by the management of the company 
conducting the outsourcing, “a supporter can become neutral or even turn to be an 
opponent very fast”3 (C5). Interviewee C14 gave similar evidence and confirmed that 
                                               
1 Aber dieses Wertschätzen besteht meiner Meinung nach natürlich auch nicht nur in dem 
Gehalt, das man bekommt, sondern natürlich auch in der Anerkennung einfach für die Arbeit, 
das ist wichtig 
2 Das wurde natürlich so gelesen: a-ha, wird sind nicht professionell. Also Sauhaufen, und jetzt 
kommen mal die Profis; das hat natürlich ganz stark getroffen 
3 Dann wird aus einem Unterstützer, wird nicht nur jemand, wo gar nichts macht, sondern kann 
auch sehr schnell Gegner werden 
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missing appreciation leads to resistance. C6's statement reflects the common opinion of 
the interviewees: 
 
If such a measure is going to take place or one is already within such a 
measure,… it is beneficial for motivation to receive from the management 
appreciation for the job performance so far4. 
     Respondent C6 
 
If employees feel acknowledged as individuals and taken seriously, they are, according 
to respondent C15 rather open minded, even for challenging themes. 
 
[With appreciation] it is possible to convince them of things, which they did not 
perceive as good so far. If I recognise and take him seriously as a person.…Yes, 
and this is the experience I made during my last projects5 
    Respondent C15 
 
 
 
 
 1.1 Appreciate performance of employees until now 
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C3 To be in contact to employees should mean mutual appreciation. 
C4 
It hurts very much to understand that we were not as professional as the 
other company. 
C4 
That is a topic of appreciation; the perception should be taken seriously. 
The theme should be taken seriously; this is very important. 
C5 
According to the motto, now everything will become different and better for 
you. The message was always: poor guys, with your old-fashioned culture, 
now everything is going to be better. 
C5 
If somebody tells me, what you did so far is nice, but has no relevancy, no 
value, then the motivation will be lost, of course. 
C5 
With these kinds of statements, a supporter can become neutral or even an 
opponent very fast. 
C6 
If such a measure is going to take place or one is already within such a 
measure,… it is beneficial for motivation to receive from the management 
appreciation for the job performance so far 
C7 One may not start to argue: "everything will be better now". 
C12 
Appreciation is not only achieved by salary, but also simply by appreciation 
of the performance; that is important. 
C14 
[If appreciation of themselves and what they did so far was not really 
there…does a lot of resistance emerge?]…Yes 
                                               
4 Wenn dann so eine Maßnahme ansteht oder wenn man sich in so einer Maßnahme befindet 
und... wenn dann schon vom Management oder vom Unternehmen dann eine Wertschätzung 
entgegengebracht wird für die Tätigkeit, dann ist das natürlich, sage ich mal, auch für die 
Motivation förderlich 
5 Da krieg ich ihn auch Dingen überzeugt, die er vorher nicht so gut empfunden hat. Wenn ich 
ihn erst nehme oder wahrnehme als Person … Ja, und diese Erfahrung habe ich jetzt auch bei 
meinen letzten Projekten gemacht 
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C15 
[Which value do you ascribe to the appreciation within such a process: to 
the person and to the job?]…A very, very big one. 
C15 
[With appreciation] it is possible to convince them of things that they did not 
perceive as good so far. If I recognise and take him seriously as a 
person.…Yes, and this is the experience I had during my last projects. 
 
Table 4.2: Appreciate performance of employees up until now 
 
4.1.2 Conflicts with the existing company values 
In connection with the theme of appreciation, some interviewees pointed out that it could 
lead to growing mistrust if statements of the management cannot be relied upon and 
come into conflict with the existing company values. Two of them (C6, C12) perceived 
mistrust because they experienced outsourcing as opposite to the statements 
management had previously made. 
 
They said, that they never think about outsourcing of this area at all…. then all of 
us were taken by surprise that the company suddenly started to arguing that way 
claiming that this has always been clear that this area is not the core competence6 
     Respondent C12 
 
A positive comment came from respondent C14, who experienced positive energy when 
the new company gave him much more responsibility compared to his previous 
employer. In his words, he “was totally perplexed that they saw us [in the new company] 
as individuals who can decide on their own and know what they do”7. This example 
shows the importance of adherence to values and statements previously declared and 
that positive change can boost employee’s motivation. This aspect has a connection to 
the main code 2 - “competent and reliable information and promises”. 
 
 
   1.2 Conflicts with existing company values 
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C6 
They said it will be invested in our tasks and the employees, but this was 
certainly exactly the opposite of what happened later on. 
C12 
They said, that they never think about outsourcing of this area at all…. then 
all of us were taken by surprise that the company suddenly started to 
arguing that way claiming that this has always been clear that this area is 
not the core competence. 
                                               
6 ... hat man gesagt, dass man da überhaupt nicht dran denken würde jemals diesen Bereich 
irgendwie abzugeben oder outzusourcen … alle überrascht, dass die Firma plötzlich so 
argumentiert hat und auf einmal gesagt hat, was immer schon klar gewesen ist, dass [unsere 
Arbeitsinhalte] nicht deren Kernkompetenz ist 
7 Ich war völlig perplex, dass man [im neuen Unternehmen] als Individuum gesehen wurde, 
dass man Entscheidungen selber treffen kann und auch weiß, was es tut. 
Page | 70  
 
C14 
In the new company, we all had a leap of faith. They expected us to be 
proper people.… All decisions we have made were covered up by the 
management. 
C14 
I was totally perplexed that they saw us [in the new company] as individuals 
who can decide on their own and know what they do. 
C15 [That sounds as if you felt more like an object than a subject?]…Exactly. 
 
Table 4.3: Conflicts with existing company values 
 
4.2 Competent and reliable information and promises 
The main code 2 deals with trust and quality of the given information. Statements of the 
respondents were consolidated in two sub-codes: the first sub-code refers to credibility 
of managers and reliability of their statements, whereas the second sub-code deals with 
the competence of people who give information, in other words, reliability of promises 
and necessity to clarify themes. Table 4.4 gives an overview of the main code 2.  
 
2 
Competent and reliable 
information and promises 
 
2.1 
Reliable information and sustainable 
statements 
 
2.2 
Competent information and reliable 
promises 
 
Table 4.4: Structure of the main code 2 
4.2.1 Reliable information and sustainable statements 
In an outsourcing process trust in the managers who give information to employees is 
crucial. Eleven out of the 14 interviewees raised this theme, and almost all of them rated 
trust and credibility as very important. A manager being trustworthy seems to be much 
more important than manager’s high position in the company’s hierarchy (see also sub-
code 7.2). One of the respondents (C14) stated, “an important aspect is that the 
information has to be given by a trustworthy person, whoever he or she might be”8. One 
participant (C8) said that if a company has a trustful relationship with its employees, the 
latter would also trust the company in critical situations. However, interviewees C3, C15 
and C14 emphasised that this relationship needs time to be developed. If it is destroyed, 
employees will question all statements previously given (C14). The only way for the 
company to avoid frustration and loss of credibility among its staff is to issue explicit and 
clear statements (C5, C12, C6, C2). The interviewee C12 added that “there were things 
that were not followed up on as promised, and this leads to frustration, of course”9. 
 
                                               
8 Ein wichtiger Aspekt ist, dass die Informationen, die da sind, die müssen von einer 
vertrauenswürdigen Person kommen, egal, wer es ist. 
9 Wenn Dinge, die versprochen worden sind, eben nicht eingelöst wurden, führt das natürlich 
auch zu einer Frustration 
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   2.1 Reliable and sustainable information and statements 
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C2 
It is very severe if different information reaches employees from the same 
hierarchical level—it is lost, immediately lost. 
C2 
This has to do with appreciation and confidence, and those who do not 
comply will lose. 
C3 Trust and credibility are sustainable and long-term. 
C5 
The official statement was "we buy your competence in the German middle 
class; you are good", and some of us even believed it. 
C5 
There were people who believed the statements and were disappointed 
later on. 
C6 Due to wrong statements, credibility suffered absolutely. 
C8 
The fact is, if I trust that my company is going to transfer me to a new 
organisation and I will be happy in that organisation, I will remain with it. 
C12 
There were things that were not followed up on as promised, and this leads 
to frustration, of course. 
C15 I think it takes very, very long to build up trust again. 
C15 If trust is gambled away, then it is simply over. 
C14 
As mutual trust with the management was already defective, they could 
have said anything because we wouldn't have believed it anyway. 
C14 
An important aspect is that information has to be given by a trustworthy 
person, whoever this person might be. 
 
Table 4.5: Reliable and sustainable information and statements 
 
4.2.2 Accurate information and binding promises 
Five respondents specifically mentioned the quality of the company’s statements: the 
information should be complete and correct, and promises and timelines must be kept 
(e.g., C4, C12, C14). If employees feel that the information they get is false, company’s 
credibility suffers bad damage. If it happens at an early stage of a project, it can hinder 
further work considerably, as the respondent C4 puts it: “There were a few wrong 
statements in the beginning that slightly poisoned the atmosphere”10. 
 
   2.2 Accurate information and binding promises 
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C4 
There were a few wrong statements in the beginning that slightly poisoned 
the atmosphere. 
C4 Foreseen schedules were often not kept to, this was also very bad. 
C4 
If the questions cannot be answered directly, they have to be caught up and 
answered in the next meeting. 
C6 This was reported in little slices, of cause. 
C12 This is always a kind of high glossy presentation, so to say. 
C14 
The company did not come out with 100% of information to avoid 
endangering the transition. 
 
Table 4.6: Accurate information and binding promises 
                                               
10 Da gab es am Anfang auch ein paar falsche Aussagen, die das Klima ein bisschen vergiftet 
haben 
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4.3 Follow-up of raised questions 
Respondent C4 noted several aspects that overlap with other codes but are worth 
mentioning separately. Several codes (participation, main code 8; dialogue 
communication, sub-code 7.5, and competent and reliable information, main code 2) deal 
with involvement and bilateral communication. However, to create trust, it is important to 
follow up on the raised questions and take employees’ input seriously. The statements 
of respondent C4, who had negative experience as a middle manager in an outsourcing 
project, are summarised in the two sub-codes below. 
 
3 
Follow-up of raised 
questions and inputs 
 3.1 Follow-up on raised questions 
 3.2 Consideration of employees' input 
 
Table 4.7: Code structure of the main code 3 
 
4.3.1 Follow-up on raised questions 
Beside the input concerning the outsourcing concept, interviewee C4 claimed that 
“follow-up of raised, even simple questions and topics was missing”11. In his experience, 
“managers did not care about banal things”. 
 
  3.1 Follow-up on raised questions 
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C4 Follow-up on raised, even simple questions and topics was missing 
C4 Managers did not care about issues they believed to be commonplace 
 
Table 4.8: Follow-up on raised questions 
 
4.3.2 Consideration of employees’ input 
According to the negative comment from respondent C4, the input given by employees 
was obviously fully ignored.  
 
  3.2 Consideration of employees' input 
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C4 
The input from employees was not considered because it did not meet 
some central concepts. 
                                               
11 Also die ganzen einfachen Themen wurden hochgeworfen und leider nicht zufriedenstellend 
beantwortet 
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C4 
A reasonable forum has to be created to give employees at least the feeling 
of being involved in the decision-making process and the opportunity to 
express their opinion. 
 
Table 4.9: Consideration of employees’ input 
 
4.4 Clear statements regarding opportunities and negative impacts 
In cluster 4 is examined how respondents see their chances to get clarity regarding their 
opportunities and possible risks due to outsourcing. Table 4.10 gives an overview of the 
code structure divided into four sub-codes. The most discussed theme was sub-code 4.1 
- “clear explanation of the consequences for the employees”. 
 
4 
Clear statements regarding 
opportunities and negative 
impacts 
 
4.1 
Clear explanation of consequences for the 
employees 
 4.2 Impact on social environment 
 
4.3 
Information about possible alternatives 
for employees 
 4.4 Impact of age, job tenure 
 
Table 4.10: Code structure of the main code 4 
 
4.4.1 Clear explanation of consequences for the employees 
After an outsourcing measure had been announced, almost all respondents experienced 
high stress. As the respondent C14 has put it: “this was a quite heavy burden”12. The 
level of this burden is highly dependent on the personal situation (e.g., C4, C15). Due to 
that, 11 out of 14 interviewees expected from the company honesty and transparency in 
communication regarding the change and its consequences (e.g., respondents C4, C7, 
C6) and no “whitewashing” (C12). By doing so the company is not supposed to convince 
its staff about the necessity of outsourcing (respondent C5) or justify all details of 
changes in an individual case (respondent C2). 
 
Each employee was told in great detail about his/her old and new salary and 
very few elements were valued against each other. This was perceived as bad, 
this was really nit-picking13. 
    Respondent C2 
 
 
                                               
12 Es war schon eine ziemliche Belastung 
13 Jedem Mitarbeiter wurde persönlich vorgerechnet, Gehalt alt, Gehalt neu, und da wurden alle 
diese Dinge auf und ab gewertet gegeneinander. .... Und dass kam schlecht an, das war 
wirklich Fuchserei 
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  4.1 Clear explanation of consequences for the employees 
 
C2 
Each employee was told in great detail about his/her old and new salary 
and very few elements were valued against each other. This was perceived 
as bad, this was really nit-picking. 
 C4 But was does that mean for me precisely? 
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C4 
For somebody who makes his life dependent on a job, this is the number 
one theme. 
C5 
It is not absolutely necessary to capture understanding or conviction, but at 
first you are happy to keep your job. 
C6 
There were a lot of questions that remained open; important is that to tell 
the employees what will be changed. 
C7 
There has to be transparency—this and that has to be expected by then—
this is very important to make people aware of the way I may be affected in 
the future or not. 
C12 
Giving honest information assures high acceptance rather than 
whitewashing. 
C14 This was a quite heavy burden. 
  C15 This is highly dependent on the individual situation. 
 
Table 4.11: Clear explanation of the consequences for the employees 
 
4.4.2 Impact on social environment 
The impact on the social environment of employees varies depending on their personal 
situation but in any case, this impact is generally hard to accept (e.g., C7, C13, C3, C15). 
Respondent C3 described that clearly in his short statement that “relocation is a high 
barrier for the acceptance of employees”14. There is a close connection between 
relocation and its impact on the social private environment such as friends, neighbours, 
or daily routines. As soon as an employee with his family has to relocate, his social 
environment is directly impacted. If there is the possibility to stay at the same place, 
maybe by accepting longer distances to the workplace, this kind of impact is significantly 
reduced. The reason why only four respondents touched on this topic might be that 
twelve of the interviewees did not have a family at the point of the interview or had no 
experience with relocation. Naturally, the impact of such a decision upon families is more 
serious and far-reaching than upon singles (see a link to sub-code 4.4 – “impact of age 
and job tenure”). According to the respondent C3, the acceptance of possible relocation 
also depends on the opportunities on the job market that could be an alternative to work 
abroad. However, independent of migration to the third party or a new job in another 
company, the level of absence is in the view of respondent C15 an essential aspect. He 
stated that “if people have families, it is a very, very big issue whether they have to travel 
only within Germany or go abroad”15. 
                                               
14 Umzug ist eine sehr hohe Hürde für die Akzeptanz bei Mitarbeitern 
15 … ob durch die Projektarbeit die Reise ins Ausland oder innerhalb Deutschlands geht ... wo 
Menschen waren mit Familie und Kindern, da war dies schon ein sehr, sehr großer Punkt 
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  4.2 Impact on social environment 
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C3 Relocation is a high barrier for the acceptance of employees. 
C3 The situation in the job market is a relevant factor. 
C7 
The social binding at a location increases with the time being there and 
arranging the "home base". 
C13 I can imagine that relocation is a "big enemy". 
C15 
If people have families, it is a very, very big issue whether they have to 
travel only within Germany or go abroad. 
 
Table 4.12: Impact on social environment 
 
4.4.3 Information about possible alternatives for employees 
At an early stage, when the decision about outsourcing is first announced, it is very 
important to offer alternatives to the affected employees (respondents C2, C3, C6, C10, 
C12, C14, C15). These might be positions in a new company, alternative jobs in the old 
company or contract adjournments with indemnity for termination of contract. 
Respondent C2 adds that this should be done as early as possible. For the employer, it 
is essential to convince employees in this phase of the project. As respondent C6 puts 
it, he “needs to get a perspective. I do not have to understand or be fully convinced about 
the measures”16. This statement reflects the mindset of almost all the interviewees. 
However, people have different expectations regarding the company’s efforts to 
convince them. Regardless availability of optional solutions, statements made by the 
employer have to be reliable and trustworthy at all times (C12). This has a direct link to 
cluster 2.1 – “reliable information and sustainable statements”. The respondent C12 
reports: “the old employer tells a story that the new company is really great…and shows 
nice glossy presentations. It should not mislead you”17. This comment underlies the 
significance of trust in the management of both the old employer and that of a new 
company. 
 
  4.3 Information about possible alternatives for employees 
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Employees should be able to decide as early as possible if they want to 
migrate, because those who are not willing can't be motivated anyway. 
C3 
As far as possible, alternatives (e.g., contract adjournment with indemnity) 
should be disclosed and offered. 
                                               
16 ... oder dass man eine Perspektive aufgezeigt bekommt. Also ich sage mal, ich muss nicht 
unbedingt von der, von so einer Maßnahme zu 100 Prozent überzeugt sein oder sie verstehen 
17 Also vom alten Arbeitgeber wird einem dann erzählt, ja das ist ja auch ein ganz tolles 
Unternehmen, … und es werden eben halt Hochglanzpräsentationen eben gezeigt ...dadurch 
sollte man sich nicht blenden lassen 
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C6 
I need to get a perspective presented. I do not have to understand or be 
fully convinced about the measures.  
C6 It would have been nice to get a perspective disclosed. 
C10 
The only alternative for the employees was, "Okay, let's make the 
outsourcing deal". They did not have an alternative in house. The employer 
should have disclosed an alternative concept. 
C12 
The old employer tells a story that the new company is really great…and 
shows nice, glossy presentations. You should not be blinded by that. 
C14 It speaks in the favour of the company if it provides certain possibilities. 
C14 
It is very, very helpful to get informed about what's to be expected. With 
this, you have the opportunity to think about alternatives to going to work 
abroad. 
C15 
There were some employees who decided not to migrate. They were put 
under pressure by being told they would get a notice sooner or later. 
C15 Several options for the future need to be disclosed. 
 
Table 4.13: Information about possible alternatives for employees 
 
4.4.4 Impact of age and job tenure 
“There is definitely an influence of higher age or higher job tenure”18 (C6). This statement 
reflects the view of almost all respondents who raise the theme (C2, C5, C6, C8, C10, 
C13, C14, C15). One respondent emphasised that older employees have a much higher 
need to talk (C14). However, one of the interviewees was convinced that “willingness to 
take on a new and interesting task has nothing to do with age19 (C7). 
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C2 Younger people can handle changes better and see new chances. 
C5 
I know that the majority of the employees, especially the older ones, have 
big problems with that. 
C6 There is definitely an influence of higher age or higher job tenure. 
C6 This is a group of employees that sometimes falls by the wayside. 
C7 
Willingness to take on a new and interesting task has nothing to do with 
age. 
C7 
Job tenure was only important in regard to the notice period and 
indemnities. 
C8 
In the production industry,... it affects blue-collar people, and it's a fact of 
life, I mean, these people are less inclined to move, they have a different 
outlook. 
C10 
The age of the affected employees and their job tenure can be a crucial 
factor, of course. 
C13 
Employees aged 50 to 55 or 20 to 30 have much more difficulties [with the 
change] and need much more intensive support. 
                                               
18 Eine hohe Betriebszugehörigkeit oder auch ein höheres Alter … Da gibt es auf jeden Fall 
einen Einfluss 
19 Das hat nichts mit dem Alter zu, ob man eine neue Aufgabe, eine interessante Aufgabe 
übernehmen will 
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C14 There is a difference if an employee is 30 or 50 years old, without doubt. 
C14 The older colleagues had much more need for discussion. 
C15 
If I confront a 50- or 55-year-old employee with outsourcing, this is totally 
different than if I have an employee aged 40. 
 
Table 4.14: Impact of age and job tenure 
 
4.5 Adequate announcement and justification with facts 
The main code 5 focuses on the unfreezing phase of an outsourcing project. Six sub-
codes present experiences and attitudes of the respondents regarding the 
announcement of the outsourcing. The last sub-code treats plan achievement and 
relevant milestones. Sub-code 5.6 has been dropped because in the course of work the 
sub-codes 5.3 and 5.6 were put together. Table 4.15 gives an overview of the main code 
5. 
 
5 
Adequate announcement 
and justification with 
evidence 
 
5.1 
Adequate and formal announcement 
of change 
 
5.2 
Commitment of middle managers as 
stakeholders about the change 
 
5.3 
Explanation and justification of 
outsourcing requirement with facts and 
arguments 
 
5.4 
Provide a detailed realisation plan with 
the announcement 
 5.5 Announcement of a sustainable target 
 
5.7 
Use of arguments that can be 
understood by the employees 
 5.8 Incentives for achieved milestones 
 
Table 4.15: Structure of main code 5 
 
4.5.1 Adequate and formal announcement of change 
Employees expect transparency: they wish their employer gave them not just superficial 
but accurate and sufficient information about the outsourcing (respondent C14). Though 
not all respondents raised that explicitly, all would like to hear clear statements about 
what will happen. Respondent C2 summarised that in one sentence: “we were informed 
by the senior management, but with scarce information. Due to that, it was actually 
unclear what was going to happen”20. The demand for accurate and sufficient information 
was big: a lot of interviewing time was spent on examining that theme from various 
                                               
20 Mitgeteilt wurde es über die Spitze ganz oben, aber mit so rudimentären Informationen, dass 
eigentlich nicht klar war, wo geht das ganze Thema hin 
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perspectives. It can be concluded that insufficient or false information can lead to major 
negative consequences. 
 
 
 
The worst thing to do is to state that the jobs will be done by others. Depending 
on their position, employees will respond with resignation or leave the company21 
    Respondent C4 
 
However, adequacy of such announcement is presumably perceived very differently. For 
example, the respondent C4, who is now working as an outsourcing specialist, points 
out that it is “the problem to satisfy”22 the employees depending on their individual 
demands for information. 
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C2 
We were informed by the senior management, but with very scarce 
information. Due to that, it was actually unclear what was going to happen. 
C4 
The problem is to satisfy the employees, management made general 
statements to avoid fixing something. 
C4 
The worst thing to do is to state that the jobs will be done by others. 
Depending on their position, the employees will respond anyhow with 
resignation or leave the company. 
C5 
What we did wrong was information. We told employees, we buy you out, 
we told them, this is a merger because we want to have your competence. 
C14 We were not informed extensively and transparently enough. 
 
Table 4.16: Adequate and formal announcement of change 
 
4.5.2 Commitment of middle managers as stakeholders about the change 
Nine out of fourteen interviewees independently raised the topic regarding the role of 
middle managers or unions as stakeholders, which was not explicitly part of the interview 
guideline. This shows the importance of the role middle managers play in an outsourcing 
project. The reason was clearly expressed by respondent C10: “stakeholder 
management is very important because they are disseminators”23. Nevertheless, middle 
managers are often not involved in the information flow process (respondents C4, C5, 
                                               
21 Und das schlimmste was passieren kann, ist natürlich, wenn ich sag, das sind Mitarbeiter, die 
machen Aufgaben, und jetzt machen sie Andere; je nach dem in welcher Position der 
Mitarbeiter ist, wird er darauf reagieren; entweder mit innerer Verweigerung oder man sagt, 
Leute wir haben gerade anziehende Konjunktur, es gibt viele offene Stellen 
22 Das Problem heißt zufriedenstellen 
23 Stakeholder-Management ist ganz wichtig, sie sind Multiplikatoren 
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C6). As the respondent C10 concludes, managers are important stakeholders and 
contact partners, and, if one fails to convince them, it is difficult to reach and convince 
the employees. Authenticity plays a major role: “employees are very sensitive; they feel 
if a person means what he says or if they get told only a story”24 (respondent C7). The 
respondents C8 and C11 (both with Indian background) had good experience in this 
respect. They recommend organising a meeting or a conclave with middle managers or 
stakeholders to discuss the current state of business and present alternatives, thus to 
attempt to convince them that outsourcing is the best possible solution. 
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C2 
Workers’ council should be involved, of course, since in bigger companies, 
they always have their say. 
C4 
The outsourcing decision took middle managers by surprise and they did 
not agree to the procedure. 
C5 The middle managers were excluded in regard to many topics. 
C6 
The managers were also somewhat overstrained because they were 
affected, too. 
C7 
Employees are very sensitive; they feel if a person means what she says or 
if they get told only a story. 
C8 
I would call a meeting where you get all the stakeholders into a room, close 
the doors, maybe on the weekend, and tell them: look, guys, we want to 
change something, this is what all of us have to agree upon. 
C10 
Stakeholder management is very important because they are 
disseminators. 
C10 
It is also possible that single persons influence a group. And these persons 
are to be identified and convinced. 
C11 
At the beginning, there was a pre-study happening [asking] what is your 
feedback to the top management....they took the opinion from all the 
colleagues....more than eighty percent of our colleagues have accepted this 
new proposal of internal outsourcing. 
  
C14 
They knew that without the union…the entire measure would not be 
feasible. 
 
Table 4.17: Convince middle managers as stakeholders about the change 
 
4.5.3 Explanation and justification of outsourcing requirement with facts and 
arguments 
Lewin (1947) calls the start of a change process “unfreezing” phase. That means 
organisation has to understand the urgency of change and the need for certain 
measures. According to interviewees, several aspects have to be considered. One 
respondent (C6) said that “it should be demonstrated why this step is being taken, why 
                                               
24 Die [Mitarbeiter] sind ja super sensibel, die nehmen ja wahr, ob man das, was man ihnen 
vermittelt auch wirklich denkt und lebt oder ob man eine Geschichte erzählt 
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it is necessary”. Finally, all employees should be convinced that management is fighting 
to find the best solution (C8) and that measures are planned accordingly (C8). 
Respondent C11 emphasises the importance to explain the consequences if these 
measures are not implemented. Transparency is high priority (C4, C10, C14): 
explanation of the urgency has to be supported with arguments, facts and figures (C2, 
C8) in a reproducible way (C3, C12, C14). Respondent C14 underscored this: “that is 
reproducible, that is transparent, that is honest”25. Respondent C2 spoke against offering 
too many arguments, stating that this might “put too much wood onto the fire”. An 
adequate explanation should be thoroughly elaborated. Interestingly, trust in 
management may partly replace the need for detailed justification (C7). This view proves 
the significance of trusting relationship between employees and management.  
 
The guys up there know more than myself, so they will have decided the right 
way—that's how it should look like26 
   Respondent C7 
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C2 
If I argue too much with my employees to justify my decision, I throw too 
much wood into the fire. 
C2 
I think this is credibility top-down if I say that has been decided and these 
are the reasons for that. 
C3 
The background of the measure should be properly presented and be 
reproducible. 
C4 
Specifically, transparency is an important theme because the people were 
partly not convinced that this is necessary. 
C6 It should be demonstrated why this step is being taken, why it is necessary. 
C7 
The guys up there know more than myself, so they will have decided the 
right way—that's how it should look like, and that's ok, understanding will 
not be achieved. 
C8 
I have to inform the staff by providing facts and figures and not only 
qualitative information, it should be also quantitative information. 
C8 You have to make them aware that you are fighting for the best solution. 
C10 
It was communicated clearly that it is necessary because of the current 
situation to take this kind of measures. In hindsight, this was the right step. 
C11 
It was important to inform them correctly about the urgency and the 
consequences if it is not done that way. 
C12 
This was not conclusive for us at all and has not become conclusive 
afterwards. 
C14 That is reproducible, that is transparent, that is honest. 
                                               
25 Das ist nachvollziehbar, das ist transparent. Das ist ehrlich. 
26 Und die da oben wissen auch mehr als ich und dementsprechend sage ich, wir haben das  
entscheiden, sie werden es richtig entscheiden haben ...Das ist der Stand, den man erreichen 
muss 
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C15 
That means: in the beginning I have to care that I am credible first, second 
that what I did is elaborated. 
 
Table 4.18: Explanation and justification of the need to outsource with facts and 
arguments 
 
4.5.4 Announcement of a detailed realisation plan 
After having received the news about an outsourcing measure, employees expect a plan 
with at least some milestones to give them guidance on what is going to happen during 
the implementation phase (respondents C2, C4, C5, C6, C12, C13). 
 
[Gantt chart] Normally, a part is communicated to the employees, but this could 
be more.…This would certainly be a good approach to make them aware of what 
will happen when27 
     Respondent C5 
 
With regard to the level of detail, the expectations of the respondents who raised this 
issue varied. For instance, respondent C2 talked about “some concrete milestones”, 
while interviewee C5 considered a “transition plan with all details” to be “a good 
approach”. A guideline was proposed by the respondent C13, who wanted an 
introduction to “a concrete path from the beginning to the end”28 as an orientation within 
the implementation phase. 
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C2 
Eventually, some concrete milestones have to be defined and decided 
upon, for example, when a certain task has to be completed. By doing so, it 
is possible to calculate backwards and to decide by when certain tasks 
have to be done. 
C4 
We had the announcement, but the details were missing for a very long 
time. 
C5 
[Gantt chart] Normally, a part is communicated to the employees, but it 
should be more. I cannot remember that a transition plan was ever 
communicated to the employees in all detail. This would certainly be a good 
approach to make them aware of what will happen when. 
C6 
It is also important to give the workforce information about how they 
conceived the implementation, how the project should be executed, what 
the employees have to expect and what kind of opportunities arise and so 
on. 
C12 
We could not imagine that it is possible to make this transfer somehow 
easily. 
                                               
27 Gant-chart … in der Regel, wird auch ein Teil an die Mitarbeiter kommuniziert, aber..., das 
könnte mehr sein..., wär mit Sicherheit eine gute Sache, damit sie wissen, wann passiert was 
28 Dieser konkrete Pfad hat einfach gefehlt.  Gut ist, wenn von vorne bis hinten ein konkreter 
Pfad gegangen wird 
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C13 
The concrete path was missing. It is good if a concrete path is followed from 
the beginning to the end. 
 
Table 4.19: Announcement of a detailed realisation plan 
 
4.5.5 Announcement of a sustainable target 
Surprisingly, only three respondents made it indirectly clear that they had a sustainable 
target. Interviewee C4 stated that it was only clear that there an outsourcing had been 
planned, and nothing more than that. The employees felt confused. In his project 
management gave only vague statements like “there will be a transfer to xx or maybe to 
yy"29 without telling the staff when more information would be provided. The reason why 
this issue was not raised by more interviewees might be that the employees focus 
primarily on the consequences they may personally face as a result of outsourcing 
measures rather than on the achievability of outsourcing targets. The respondent C14 
mentioned that the target was clear after the announcement, even if it was not explicitly 
formulated. The interviewee C11 agreed that it is important for the managers to make 
the affected employees aware that the targets of the project are achievable. Of course, 
it is applicable only if employees are part of the transfer and are not losing their jobs due 
to the project. 
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C4 The information was "there will be a transfer to xx or maybe to yy". 
C14 The aim was clear, but unexpressed. 
C11 Make them aware that the project with the goal is achievable? … Yes. 
 
Table 4.20: Announcement of a sustainable target 
 
4.5.6 Use of arguments that can be understood by the employees 
Lewin (1947) emphasised that it is crucial to make the staff aware that change or a 
certain measure is unavoidable (“unfreeze”). Several respondents (C4, C5, C11) added 
that the arguments justifying outsourcing have to be made clear to the affected 
employees. Furthermore, staff have to be addressed taking into account their individual 
situation. One interviewee (C4) summarised these points in a statement that seems to 
be representative for three of the respondents: “the most important topic of change 
management is to make people clearly understand “Why?” –  in other words, with 
                                               
29 Es hieß, ja, es gibt ein Betriebsübergang zu xx, oder vielleicht zu yy 
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arguments which can be seen from their perspective”30. The respondent C5 added the 
recommendation “to have and provide for each recipient an appropriate mix of 
information and try to provide individual support and guidance”31. However, there are 
certain limits: even if adequate communication takes place and convincing arguments 
are given, it may happen that employees do not fully comprehend the issue and the 
reasoning behind it. 
 
It is not possible to expect that an employee understands the topic. Employees 
cannot always understand this kind of stuff. I have to accept it. It is not always 
possible to explain it to them so that they can say, “yes, now I agree"32 
     Respondent C7 
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C4 
The most important topic of change management is to make people clearly 
understand “Why?”- in other words with arguments, which that can be seen 
from their perspective. 
C4 
It can be assumed that also an employee who is not a CFO is able to 
understand the demand for change. 
C5 
I have to speak to people purposefully…to everybody as needed on his 
level. For instance, I would approach a worker in a different way than a 
manager, and one needs facts, another more a described condition. 
C5 
Possibility to have and provide for each recipient an appropriate mix of 
information and try provide individual support and guidance. That's the 
point. 
C7 
It is not possible to expect that an employee understands the topic. 
Employees cannot always understand this kind of stuff. I have to accept it. It 
is not always possible to explain it to them, so that they can say "Yes, now I 
agree". 
C11 
Was it possible to everybody to grasp these arguments and understand 
them? …Yes, this was a major challenge for the top management. 
 
Table 4.21: Use of arguments that can be understood by the employees 
 
4.5.7 Acknowledgement of reaching milestones 
Acknowledgement of the results within the realisation phase of an outsourcing project 
was a controversial issue in our interviews. Respondents differed in their opinions; thus 
it is hard to generalise. The reason seems to be the diversity of targets and environments 
                                               
30 Das wichtigste an so einem Change Management ist natürlich auch den Leuten klar zu 
machen, warum, also mit Argumenten, die sie selbst verstehen, aus ihrer Sicht 
31 Möglicherweise, dass ich dann für jeden den richtigen Mix an Information hab oder bereit halt, 
und jeden versuch da abzuholen, wo er gerade steht. Das ist der Punkt. 
32 Den Anspruch, dass ein Mitarbeiter das versteht, den kann man nicht haben. Mitarbeiter 
können sowas nicht immer verstehen. Das muss man akzeptieren. Man kann ihnen das nicht 
immer so erklären, dass der sagt, ja, jetzt bin ich einverstanden 
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in different outsourcing cases. One of the respondents described to acknowledge 
reaching targets in outsourcing as a “double-edged sword” (C12). These differences 
have several dimensions. First, there seem to be a difference if employees are going to 
lose their jobs or if they remain employed, but in another organisation. For instance, 
respondent C11, who was affected by an internal outsourcing in which the employees 
kept their jobs, emphasised the need for individual appreciation and monetary incentives 
“to boost employees’ morale”. Answering the question of whether it is important to 
celebrate milestones and achievement of a project goal, he said that “this is obviously 
very much required”. On the other hand, the respondent C8 rejected the idea of 
appreciation in any form. He experienced an outsourcing project in which 24% of the 
employees lost their jobs due to a production transfer. The respondent C2 had a similar 
view. 
 
Do we celebrate cutting down the number of people or the number of machines 
or etcetera or etcetera? I won't do that, and I'm not talking about a different 
environment.     
Respondent C8 
 
The second dimension is the type of appreciation: there seems to be a difference 
between human and financial appreciation. However, no common trend is visible. While 
respondent C7 favoured financial appreciation, interviewee C15 stressed the importance 
of human appreciation. The circumstances of the outsourcing projects of both 
respondents were similar: employees did not lose their jobs but had to take over new 
tasks and partly change their environment. 
 
The appreciation of having achieved a target regarding the content or moral 
appreciation would not play a significant role, but financial reward would matter a 
lot33 
    Respondent C7 
 
Would it have been important for you to receive feedback? Yes, absolutely. It has 
a much higher value than some sort of incentives for the transition34 
    Respondent C15 
 
                                               
33 Anerkennung von Zielen wäre nicht wirklich bedeutsam gewesen, vom inhaltlichen und vom 
menschlichen her; finanziell schon sehr 
34 Hätte es eine große Bedeutung gehabt, wenn Sie eine Rückkoppelung erhalten hätten? … 
Ja, absolut. Ist auch mehr wert, als wenn Sie irgendein Incentive gekriegt hätten, dass Sie den 
Übergang machen. 
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C2 
Introduction of an incentive program to achieve the plan is, in my view, not 
reasonable in that case. 
C7 
The appreciation of having achieved a target regarding the content or moral 
appreciation would not play a significant role, but financial reward would 
matter a lot 
C8 
Do we celebrate cutting down the number of people or the number of 
machines or etcetera or etcetera? I won't do that, and I'm not talking about 
a different environment. 
C10 
[According to Kotter, the achievement of milestones or targets has to be 
celebrated.].… That needs to be done. 
C11 
Do you think it is important to celebrate milestones, celebrate the 
achievement of a project goal?…. Obviously, this is very much required. 
C11 
Yes, to some, extending the monetary incentives also will boost employees’ 
morale. 
C11 Celebrate if it is done and to tell them, very good, well done, good job…yes. 
C12 
The achievement of targets and appreciation—appreciation is always a 
double-edged sword. 
C14 
Do you think it would be reasonable work out a milestone plan and 
introduce incentives along the process?…Something that would give 
encouragement, of course. 
C15 
Would it have been important for you to receive feedback? Yes, absolutely. 
It has a much higher value than some sort of incentives for the transition. 
 
Table 4.22: Acknowledgement for reaching milestones 
 
4.6 Avoid uncertainty and rumours 
Discussion of uncertainty and rumours took up a significant amount of time during the 
interviews. Since this topic seems highly relevant, it is categorised as a separate main 
code. 
6 
Avoid uncertainty and 
rumours  
6.1 Avoid uncertainty and rumours 
 
Table 4.23: Structure of main code 6 
 
4.6.1 Avoid uncertainty and rumours 
The theme of rumours and uncertainty is one of the most extensively discussed topics 
during the interviews. Ten out of fourteen respondents raised this topic, which was not 
explicitly part of the interview guideline. They all believe that to avoid uncertainty and 
rumours is highly important for a successful realisation of outsourcing. Two statements 
underscore this thought: “the main theme was uncertainty35 (C4) and “there is nothing 
                                               
35 Das Hauptthema war Unsicherheit 
Page | 86  
 
worse than keeping people in uncertainty36 (C10). Beside the uncertainty itself, its 
duration plays a role: the longer it lasts to more frustration and inward resignation it leads 
(e.g., C2, C4, C10, C12, C14). People prefer to face harsh reality rather than have 
implausible information or no information at all (C7, C2). The respondent C8 is convinced 
that this topic is relevant not only for the basic workforce but also for the management. 
In his experience, middle managers in their “sandwich” function are often not 
appropriately informed because they are subject to outsourcing, too. Therefore, rumours 
often start from the management itself. 
 
Typically, if such an activity starts, top management is informed. Lower 
management is not aware, and the rumours can start even from the management 
itself because people working at some of management levels, level two or level 
three, are also going to lose jobs. 
Respondent C8 
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C2 
There was (a lot of) uncertainty. As a result there was frustration, only 
frustration. 
C2 
"Quick and dirty" information leads to uncertainty and frustration and lack of 
transparency. 
C4 It was bad that the period of uncertainty took long. 
C4 The main theme was uncertainty. 
C4 Maybe some fears, which did exist, did not have to be taken seriously. 
C4 
In the end, this is change that creates uncertainty, and this has to be 
avoided. 
C5 But what is relevant is what people feel, this is a big point. 
C6 As the rumours emerged, there was a feeling of high uncertainty, of course. 
C7 It is better to know it is bad but feel a bit safer than to know nothing. 
C8 
Typically, if such an activity starts, top management is informed. Lower 
management is not aware, and the rumours can start even from the 
management itself because people working at some of management levels, 
level two or level three, are also going to lose jobs. 
C10 There is nothing worse than keeping people in uncertainty. 
C12 
There is always the problem if only part of information is discussed and full 
information is not available. 
C12 There is nothing worse than rumours. 
C13 Previously there were rumours, which were definitely harmful. 
C14 
It is extremely important. We talk about a timeframe of months, and these 
can be extremely gruelling if there is no idea in what one is going to happen 
C14 
Back then frustration rose with the rise of the rumours, and it could not be 
fixed anymore. People were frustrated and gave up. The failure occurred in 
the beginning. 
                                               
36 Ich glaube, es gibt nichts Schlimmeres als die Leute im Unklaren zu lassen 
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Table 4.24: Avoid uncertainty and rumours 
 
4.7 Communication concept 
Communication is a big issue both in literature on change management and in the 
conducted interviews. The topic was discussed from various viewpoints. The addressed 
aspects are as follows: first, timing and duration of communication (early and 
continuous); second, who should take part in communication (senior management 
providing information to subordinates and colleagues communicating with each other via 
an exchange platform). Additional three sub-codes demonstrate how communication 
should be executed: direct and trustful contact, dialogic communication and 
communication from employees' perspectives. A supplement regarding external 
communication came from one respondent. During the coding, sub-codes 7.3 and 7.6 
were combined because they had very similar content. Table 4.25 presents the overview 
of the main code 7. 
 
7 Communication concept 
 7.1 Early involvement of employees 
 7.2 Announcement by senior management 
 
7.3 
Direct and trustful contact with 
management 
 
7.4 
Continuous flow of information about the 
change process and progress 
 7.5 Dialogue with opportunity for discussion 
 
7.7 
Introduction of an exchange platform for 
employees 
 7.8 Communication outside the organisation 
 
7.9 
Communication seen from employees’ 
perspective 
 
Table 4.25: Structure of main code 7 
 
4.7.1 Early involvement of employees 
If employees are informed about the outsourcing decision and the consequences too 
late, there is a risk to lose them at the beginning of the project (C2). One of the 
respondents (C8) saw a chance for the management to improve their approach to 
outsourcing: “it could also lead to out-of-the-box solutions if certain people are involved 
in such a discussion early”. Regarding the “adequate point in time”37 (C12), statements 
were imprecise: “early” (C4, C8), “in the beginning” (C2) or “not just as information 
directly before the implementation starts”38 (C3). Obviously, the respondents had 
                                               
37 … zu einem geeigneten Zeitpunkt 
38 ... nicht erst unmittelbar als Information vor der Umsetzung 
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difficulties to determine when the adequate point of time is: “I am not sure it would have 
changed much if I had known it a couple of months earlier when it hadn’t been decided 
upon yet”39 (C12). That means that information should be given out immediately after the 
final decision is made. There is a strong link to the main code 6 - “avoid uncertainty and 
rumours” - because late or inaccurate information leads to interpretations, or “half 
knowledge”, as respondent C12 puts it (see table 4.24). Furthermore, the required quality 
of information shows a connection to the main code 5 - “adequate announcement and 
justification with evidence”. 
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C2 
Actually, they lost the employees relatively fast in the beginning. They lost 
them mentally due to the lack of reasonable information. 
C3 
Early involvement of employees; not just as information directly before the 
implementation starts. 
C4 
Outsourcing as a suggested option should be addressed and explained at 
an early stage. 
C5 
In the end, it was clear, ok, that is a business case. But unfortunately, only 
at the end and not in the beginning …, which would have been preferable. 
C8 
It could also lead to out-of-the-box solutions if certain people are involved in 
such a discussion early on. 
C12 
Transparency. This would be important to get informed in such a case at an 
adequate point in time. 
C12 
I am not sure it would have changed much if I had known it a couple of 
months earlier when it hadn’t been decided upon yet. 
C13 
There seemed to exist previous plans to outsource the department. Hence, 
this threatened us like a sword of Damocles. 
 
Table 4.26: Early involvement of employees 
 
4.7.2 Announcement by senior management 
In the discussion of the communication concept, namely, who should announce the 
outsourcing and explain the reasons for it, the respondents voiced almost unanimously: 
eight out of nine interviewees (C2, C4, C8, C10, C12, C13, C14, C15) concur with the 
respondent C2 that “the announcement has to come from the top”. In one case out of 
the eight (C14), the announcement was made by the head of department, but he was “at 
that time a senior level”40 Only one respondent (C6) was informed by a group leader, 
who was at the next hierarchy level, whereby he had bad experience with that process. 
                                               
39 Ich weiß nicht was mir das gebracht hätte, wenn ich das jetzt ein paar Monate eher gewusst 
hätte und das sozusagen noch nicht in trockenen Tüchern gewesen wäre 
40 Letztendlich war er [der Abteilungsleiter] die höchste Person in unserer Abteilung, die es zu 
dem Zeitpunkt gab. Dann wären wir bereits auf Bereichsleiterebene gewesen und die waren da 
wenig involviert. Von der Priorität war das schon sehr weit oben angesiedelt. 
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One of the respondents stated “in the end it was the management, the superiors who 
met the final decision”41 (C2). He added that the perfect process would be that 
“management should first of all brief middle managers, and then the employees who 
would be affected — whereby the middle managers should join in. This creates trust”42. 
This proposal has a direct link to the sub-code 5.2 – the necessity to convince middle 
managers about the change. The second aspect respondent C2 raised, trust, was also 
underlined by interviewee C8: “this message has to be given by somebody whom the 
patient trusts”.  
 
  7.2 Announcement by senior management 
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C2 
Who does normally inform the employees.…Actually, this is the 
management, the people who meet final decision. 
C2 
Management should first of all brief middle managers, and then the 
employees who would be affected —whereby the middle managers should 
join in. This creates trust. 
C2 The announcement has to come from the top. 
C4 
This has certainly also something to do with taking things seriously, that 
means with appreciation of employees. If a senior manager comes and tells 
you, guys, I know, a lot of staff have been cut, but due to the following 
reasons, we have to do that. 
C6 
We were informed by the next hierarchy level, which remained with the [old 
company]. There was, as far as I remember, no support and only little 
information. 
C8 
CEO…If it is a mid-size company, its manager often owns or runs the 
company and is in direct contact with the staff. So he can easily speak to 
the people. 
C8 
In some companies, manager is never in contact with the people except for 
annual meetings. Then it is no use to bring him in because people are not 
going to believe him. 
C8 This message has to be given by somebody whom the patient trusts. 
C10 
On the stakeholder level, there was also senior management who informed 
the people, employees were informed by the executive board. 
C12 
[Who announced the outsourcing?] This was the executive board and the 
senior management. 
C13 
Yes, it would be not bad if the news came from the senior level - that all 
affected departments were informed by senior management. I think, this 
would not have been bad. 
C14 
The head of department was the highest in the hierarchy in our department 
at that time. This was at that time a senior level. 
C15 
It would have been nice if somebody from upper management had taken 
some time for us. 
 
Table 4.27: Announcement by senior management 
                                               
41 Eigentlich die Leitung, die Leute, die letztendlich das Thema auch mitentschieden haben, 
42 ... dass die Leitung im Prinzip erstmal diese Leute hier brieft. Und dann im Nachgang im 
Prinzip die betroffenen Mitarbeiter, wo aber die dabei sind. Das schafft Vertrauen 
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4.7.3 Direct and trustful contact with management 
Trust and confidence are the main topics of the next aspect of communication and focus 
of this section. The following four statements contain two recommendations concerning 
contact between management and the employees. The first one is as follows: “it is very 
important for the senior manager to ask around at the grassroots level how it feels about 
the task in general”43 (C2). The interviewee C7 described similar good practice: he, in 
his role as middle manager, “always tried to consider both - the viewpoint of the employee 
and the viewpoint of the company. And with that in mind, he spoke with the employees”44. 
The second recommendation is to take what comes from the employees seriously and 
thus gain credibility (C12). 
 
  7.3 Direct and trustful contact with management 
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It is very important for the senior manager to ask around at the grassroots 
level how it feels about the task in general. It is very important for the senior 
manager to ask around at the basis, how the entire theme working. 
C7 
I always tried to consider both - the viewpoint of the employee and the 
viewpoint of the company. And with that in mind, I spoke with the 
employees. 
C13 I got confidence from the head of my department, I trusted him very much. 
C12 
Management does not always take what comes from the employees 
seriously. 
 
Table 4.28: Direct and trustful contact with management 
 
4.7.4 Continuous flow of information on the change process and progress 
“Information of employees is the main issue”45 (C4). This statement refers not only to the 
announcement of an outsourcing measure, but also to the continuous flow of information 
throughout the process (C2, C5, C7, C10) “up to at least one year after the transition 
period”46 (C7). If communication is not steady, there is a risk that information gaps will 
be filled with half knowledge and rumours. This has a direct connection to the main code 
6 - “Avoidance of uncertainty and rumours”. 
 
                                               
43 Deshalb ist es immer wichtig für eine Führungskraft ganz oben, sich eigentlich mal an der 
Basis mal umzuhören, wie tickt das ganze Thema eigentlich 
44 Ich habe immer versucht aus beiden Sichten, die Sicht des Mitarbeiters zu sehen und Sicht 
des Unternehmens und daraufhin mit diesem Mitarbeiter gesprochen. 
45 Mitarbeiter-Information ist DAS Thema 
46 Diese Kommunikation muss aus meiner Sicht mindestens ein Jahr nach Übergang des 
Mitarbeiters weiter erfolgen. 
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The main problem was that information was only step by step, and in the 
meanwhile, the gaps were filled with half knowledge and rumours—because 
there was nothing else.47 
      Respondent C4 
 
Two aspects were mentioned concerning the content of the information. First, information 
on schedule and milestones should be given. Respondent C10 described a good 
example: “frequent communication via email took place; we were all informed about the 
reached milestones and the further steps to be taken”48. Second aspect concerns the 
implementation process from an organisational point of view. For example, respondent 
C2 reported to have asked for information about persons in charge, their fields of 
responsibility and the possibility to contact these persons. Furthermore, advice is 
required about administrative realisation. 
 
Technically seen, communication was good. For instance, you get an email in the 
morning saying that by tomorrow you will have a new email address replacing the 
old one, and the day after a different telephone number and new business cards. 
From the technical point of view, it was highly professional49 
     Respondent C5 
 
 
  7.4 Continuous flow of information on the change process and progress 
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C2 
Project organisation had flaws, communication failed. The receiving 
company did not show up to inform us about “this are my responsibilities, by 
certain dates, I will do that and that. I will be your contact partner, just call 
me”. 
C4 Information of employees is the main issue.  
C4 
The main problem was that information was only step by step, and in the 
meantime, the gaps were filled with half knowledge and rumours - because 
there was nothing else. 
C4 Communication and emotional background are highly important. 
C5 
Technically seen, communication was good. For instance, you get an email 
in the morning saying that by tomorrow you will have a new email address 
replacing the old one, and the day after a different telephone number and 
new business cards. From the technical point of view, it was highly 
professional.  
                                               
47 Aber das Hauptproblem war, die Kommunikation kam so tröpfchenweise und in der 
Zwischenzeit wurden die Lücken mit Halbwissen und Gerüchten gefüllt. Weil nichts Anderes da 
war. 
48 ... also, dass es da regelmäßige Kommunikation gab in Form von E-Mails an alle und ja wir 
haben jetzt folgenden Meilenstein erreicht und es geht weiter und so weiter und so fort 
49 Rein technisch, war die Information gut. Also dass man jedes Mal eine E-Mail bekam, wenn 
ab morgen hast du die und die E-Mail-Adresse und nicht mehr die oder die, und am 
übermorgen eine andere Telefonnummer und ab über übermorgen neue Visitenkarten. Rein 
technisch, hoch professionell 
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C5 
There was a key contact person who communicated frequently and was 
invited to "all-in"-meetings, in which we were informed about further 
steps.… there was enough transparency. 
C7 
In my opinion, communication needs to continue up to at least one year 
after the transition. 
C7 
This need not take place at one site and one time, it can be done in a virtual 
meeting. It only has to be done frequently and be informative. 
C10 
There was frequent communication via emails sent to all of us; “we have 
reached the following milestones and these are the next steps”….This was 
important, yes. 
 
Table 4.29: Continuous flow of information on the change process and progress 
4.7.5 Dialogue with opportunity for discussion 
As it can be concluded from the findings collected in the sub-code 7.2, employees wish 
that, in case an outsourcing project begins, it were the senior management who gave 
the announcement. In addition, about half of the respondents wished a dialogue took 
place and they had an opportunity to ask questions: it is “important to have several 
meetings with the attendance of the senior management who address employees’ 
questions in an open dialogue”50 (C4). If this opportunity is not provided and only 
information on outsourcing is given, “scepticism starts to grow”51 (C12) To prepare for 
the discussion, interviewees C2 and C10 recommend that managers “put themselves in 
the position of employees and ask themselves what questions they would ask”52 and 
“speak with members of the workers’ council and employees”53. However, respondent 
C15 underscored the significance of trust in management: “this would have been 
important if I could have taken the management seriously”54. This topic is connected to 
the main code 9 - “support individuals to manage change consequences” - and the main 
code 3 - “follow-up on questions and inputs”. 
 
  7.5 Dialogue with opportunity for discussion 
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C2 
I have to put myself in the shoes of employees; I have to ask myself, what 
questions would I ask, what would be important for me? And then I can be 
prepared for the questions and have an answer. 
C4 
There was information about the decision to outsource and the partner we 
selected. 
                                               
50 Was unbedingt nötig ist, dass man mehrere Veranstaltungen hat, wo auch hochrangige 
Vertreter diese Entscheidung sich dem offenen Dialog stellen 
51 Das war tatsächlich eine Informationsveranstaltung … wirklich nur eine reine 
Informationsveranstaltung  … dann fing halt die Skepsis erstmal für uns an 
52 Ich muss mich in die Lage der Betroffenen versetzen, muss sozusagen gucken, wie würde 
ich, welche Fragen würde ich stellen. was wäre für mich wichtig 
53 Ich habe mit Betriebsräten gesprochen, mit Mitarbeitern und, und dort Themen und konnte 
dort Themen adressieren, um natürlich auch dann über Punkte Auskunft zu geben, wo die 
Mitarbeiter Fragen hatten 
54 Hätte es für Sie mehr Bedeutung gehabt, wenn sich jemand aus einer höheren 
Hierarchieebene Zeit genommen hätte, um Rede und Antwort zu stehen? … Das wäre mit dann 
wichtig gewesen, wenn ich das Management ernst genommen hätte 
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C4 
A reasonable forum has to be created to give employees at least the feeling 
of being involved in the decision-making process and to have them an 
opportunity to put forward their ideas. 
C4 
There were many discussion meetings and there were people who came up 
with some topics. Then there were discussions and the arguments were 
considered. This increased the perceived quality of senior management on 
a higher level, and people felt involved. 
C4 
It is important to have several meetings with the attendance of the senior 
management who address employees’ questions in an open dialogue. 
C4 
Senior management did not attempt to reach the grassroots level because 
middle management considered it useless arguing it would only increase 
the complexity. 
C8 
It could also lead to out-of-the-box solutions if certain people are involved in 
such discussions at an early stage. 
C10 
I have spoken with members of the worker’s council and with employees 
and was therefore able to prepare to answer their questions. Questions like: 
What about my career? What about my salary? What kind of opportunities 
for personal development do I have? Is my current job at risk? 
C12 
This was purely an information meeting…really only an information 
meeting…our scepticism started to grow from that moment on. 
C13 
A special meeting as information and discussion forum would have been a 
good option. 
C13 Would a discussion forum have increased credibility?…Yes, certainly. 
C15 
Would it have been more relevant, if somebody in upper management took 
some time to discuss the issue and answer questions?…This would have 
been important if we had trusted the management. 
 
Table 4.30: Dialogue with opportunity for discussion 
 
4.7.6 Introduction of an exchange platform for employees 
Further source of information and discussion is an exchange platform for employees, 
which is “a must in today’s world” (C8). Such a platform gives certain advantages. One 
concerns the management: managers have a chance to see what causes employees’ 
concern (C5, C8, C13), if something is critical (C5) and how communication could be 
improved (C5). Second, such platform offers advantages for the employees: opportunity 
to exchange and get help from the affected colleagues (C8, C10, C12), a feeling of being 
part of a team (C14) and exchange with experienced persons (C15).  
 
A good idea is to create a forum within a company so that the affected people 
can also exchange...and it’s good for the management, probably it can be a 
chance to begin to get a feeling what is going there....Yes, this is a must in today's 
world. 
     Respondent C8 
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Only one interviewee (C13) expressed doubt: “I would have perceived that as difficult”. 
Concerning the procedure of setting up such a forum, the opinions varied. Respondent 
C8 recommends to “leave it open”, whereas C15 sees advantages in moderating the 
platform, possibly “by somebody from the new company…who already has experience 
with something like that”55.  
 
  7.7 Introduction of an exchange platform for employees 
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C5 
I have a chance to see what they ask, what they are interested in, where 
"something is burning", how can I react and take counter measures. 
C5 
First of all, I know who is dissatisfied and I can approach them specifically, 
perhaps by aligning the communication purposefully for them. 
C8 
A good idea is to create a forum within a company that the affected people 
can also exchange...and it’s good for the management, probably it can be a 
chance to begin to get a feeling what is going there...Yes, this is a must in 
today's world. 
C8 The company is going to look only at the feelings coming out of the forum. 
C8 So yes, definitely provide the forum, set them the forum, leave it open. 
C10 
An exchange platform between employees…maybe electronic, where 
people can exchange and help each other…especially nowadays it is 
reasonable, of course. 
C12 
Nevertheless, I think, it is possible to help each other a little bit because all 
of us are affected. 
C13 For us, I would have perceived that as difficult. 
C13 
For the management, this would have some advantages. What causes 
concern among employees? 
C14 
Hence, there is maybe such a collective feeling arising to tackle something 
like that…we had a common history and target…to show that we did a great 
job during the time we were there. 
C15 
[moderation] perhaps somebody from the new company…who already has 
experience with something like that. Perhaps to describe such things from 
his experience. 
 
Table 4.31: Introduction of an exchange platform for employees 
 
4.7.7 Communication outside the organisation 
A manager who experienced outsourcing twice (respondent C5), recommended 
considering communication outside the company, too. In his experience, as soon internal 
communication of the employees starts, public discussions begin as well. 
 
  7.8 Communication outside the organisation 
                                               
55 Vielleicht jemand von der neuen Firma ... der schon Erfahrung gemacht hat mit sowas. 
Vielleicht dann solche Dinge aus seiner Erfahrung schildert. 
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C5 
In that moment when I communicate with employees, I have also to think 
about communication outside [the company]. 
 
Table 4.32: Communication outside the organisation 
 
4.7.8 Communication seen from employees' perspective 
With a direct connection to the sub-code 7.5 - ”dialogue with opportunity for discussion” 
-  respondents C2 and C10 recommended insistently that managers who are involved 
into the dialogue and discussions with employees need “to place themselves into the 
position of the people”56 they talk to. For that the respondents advise to speak with 
several employees and members of the worker’s council to gain insights. 
 
  7.9 Communication seen from employees' perspective 
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It is necessary to place myself in the position of these people…their 
questions have to be discussed and answered immediately. 
C2 
I have to make a kind of FAQ list of my war game, however you want to call 
that. 
C10 
I have spoken with members of the worker’s council and with employees 
and was therefore able to prepare myself for questions of the employees. 
Questions like: What about my career? What about my salary? What kind of 
opportunities for personal development do I have? Is the job I have now at 
risk? 
 
Table 4.33: Communication seen from employees' perspective 
 
4.8 Participation 
The following statement could be taken as a headline for this section: “the change phase 
should be done by the employees”57 (C4). The findings of this obviously important issue 
are explained in three sub-codes. The first deals with the participation of employees in 
general, the second is about stakeholders specifically and the third gives insight into 
freedom of action. 
 
8 
Participation of employees 
in implementation 
 8.1 Participation of employees 
 8.2 Participation of stakeholders 
 8.3 Freedom of action 
 
                                               
56 Man muss sich im Prinzip in die Lage dieser Leute versetzen 
57 Es gibt eine Umstellungsphase, und diese Umstellungsphase soll von den Leuten gemacht 
werden 
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Table 4.34: Structure of the main code 8 
 
4.8.1 Participation of employees 
According to the interviewees, employees highly appreciate if they can participate in the 
implementation phase to “become a part of the solution”58 (C5, C13). Furthermore, all 
respondents preferred to be involved during the implementation phase rather than during 
the decision-making phase. C10 distinguished between the two phases, while others 
spoke about involvement in realisation in general. For the management, participation of 
employees can help to “realise if the idea is working or not and to see at an early stage 
if there is something to be tuned”59 (C4). C8 recommended involving employees at an 
early stage to “fight for the best solution”. Nevertheless, the motivation to participate in 
realisation of an outsourcing measure depends on the impact the employees can expect 
from it: “if it is clear that the employees will not be needed anymore, it is difficult, of 
course, to motivate the people to support. This is almost impossible”60 (C6).  
 
  8.1 Participation of employees 
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C4 Employees should be actively involved in the change phase. 
C4 
Maybe I realise if my idea is working or not. I see at an early stage if I have 
to turn something. 
C4 It was very important for me to be actively involved. 
C5 
The persons concerned become part of the solution…this would be the 
"silver bullet". 
C5 
All measures such as participation, mixed teams or some freedom of action 
within a defined corridor contributes to a kind of a collective feeling. 
Themed, this is a new company, it is good, they involve me, they appreciate 
me -  this is definitely an important tool. 
C6 
It makes sense, of course, to involve the persons concerned because the 
other party [management] wants projects be successful. 
C6 
If it is clear that they [employees] will be not be needed anymore, it is 
difficult, of course, to motivate these employees to support. Yes, it is almost 
impossible. 
C7 
I think active participation is a key success factor. Because otherwise 
employees with high potential will leave the company very fast. 
C8 
I would assume one of the most motivating things is to make them part of 
the solution and this should be done in the early stage of the discussions by 
fighting for the solution…Yes, that's it.  
C10 
[Involving the employees] maybe not be possible in the process of decision-
making, but at least one should give them the opportunity to see in which 
direction the project is developing. 
                                               
58 Man ist dann Teil der Lösung 
59 Ich bekomm vielleicht mit, ob das, was ich mir ausgedacht hab, überhaupt funktioniert, ich 
bekomm frühzeitig mit, ob ich noch was ändern muss 
60 Wenn also klar ist, dass man die nach Umsetzung eines Projektes nicht mehr benötigt, dann 
ist es natürlich schwierig, überhaupt da, sage ich mal, die betroffenen Mitarbeiter so zu 
motivieren, dass sie mithelfen. Ja, das ist also quasi unmöglich 
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C11 
Do you think this participation in the implementation of outsourcing is a key 
factor of success?…Yes, yes. 
C11 
I think the more you involve the affected persons, the more credibility you 
gain. Is that correct?…Yes, you are right. 
C12 
Is it important to get involved to accept the project?…I think that is 
important. 
C12 Participation is important in any case. 
C13 From today's perspective, I would have liked to participate. 
C13 I am part of the solution. 
C14 
This was definitely a turning point, because I was relieved from a burden 
….That changed a lot 
C15 
Then you would be part of the solution and not only part of the 
problem…Exactly, that's how it is. 
 
Table 4.35: Participation of employees 
 
4.8.2 Participation of stakeholders 
Three respondents recommended specific involvement of stakeholders in the 
implementation process (C5, C11, C12). One (C12) was even more precise, 
emphasising the importance of the worker’s council in this phase of an outsourcing 
initiative. This aspect overlaps with the main code 7 - “communication concept” -  and 
with the sub-codes 7.5 and 7.9, in particular. 
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C5 Should I involve stakeholders?…This is definitely recommended. 
C11 
You mentioned it was also important to involve stakeholders and keep 
persons in the process…Right. 
C12 
Does a workers’ council play a significant role in preparing the 
solution?…Yes, definitely. …Is that a success factor?…Anyway, as the 
identification of the employees [with the company] and motivation get 
preserved. 
 
Table 4.36: Participation of stakeholders 
 
4.8.3 Freedom of action 
If employees are involved in the implementation phase, the question is how open for 
ideas and alternative concepts managers should be in order to reach the outsourcing 
target. Respondent C7 sees the freedom action as a “basic tool of a manager”61. 
However, according to the interviewee C10, the level of freedom is difficult to define. 
                                               
61 Einen gewissen Freiraum zu geben bei der Gestaltung … das ist ein Grundhandwerkszeug 
eines Vorgesetzten 
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Only five of the respondents commented on this issue; however, all of them would like 
to enjoy a certain freedom of action, which would make them feel better (C15). 
 
  8.3 Freedom of action 
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C7 To give a certain freedom of action…is a basic tool of a manager. 
C10 
What I can do is provide some guidelines and say, “this is your freedom of 
action”.…Yes, that is ok. 
C10 It is difficult  - how much freedom of action shall I give? 
C11 
So that they had also the chance to give input about how to do it and how to 
implement it?…Yes, correct. 
C15 
No, I did not have any freedom of action.…Would that have been helpful in 
your opinion?…Yes, I would have felt better. 
C15 
Maybe one could tell them “this is the target we have to reach, this must be 
done. "How" - is something we can design together…Yes, definitely that 
way. 
 
Table 4.37: Freedom of action 
 
4.9 Support individuals to manage change consequences 
The impact of outsourcing on employees depends to a big extent on their individual 
circumstances - private and at work. After having evaluated the organisational 
consequences they are going to face within the company, employees usually ask for 
individual support. This theme is divided into five sub-codes. The first three codes are 
about “what” – what to support - and the other two codes deal with “who” – who should 
support the employees. Table 4.38 gives an overview of the code structure. 
 
9 
Support individuals to 
manage change 
consequences 
 
9.1 
Individual discussions about 
consequences and solutions 
 
9.2 
Information about new jobs, company 
culture and work environment 
 9.3 Provide possibilities for individual support 
 9.4 Select the supporting person carefully 
 
9.5 
Commitment to the search of individual 
solution from both sides 
 
Table 4.38: Structure of the main code 9 
 
4.9.1 Individual discussions about consequences and solutions 
After receiving information about the outsourcing consequences “employees feel as if 
they were literally “sold” and this feeling needs to be taken seriously”62 (C10). The 
                                               
62 Mitarbeiter fühlen sich verkauft im wahrsten Sinne des Wortes und das muss man auch ernst 
nehmen 
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organisation has to be “responsive to individual impacts”63 (C3). All nine respondents 
who made statements on this issue appreciated the possibility to talk specifically about 
their contracts (C10), their feelings (C12, C15), fears (C8) or in general about their 
emotional burden resulted due to the change. These talks between employees and 
people who try to give them support should “not take place in a larger group, but should 
approach the employees on an emotional and social level…and should be confidential”64 
(C15).  The support should be in form of open, honest and transparent information about 
what is to be expected (C4). 
 
Open, honest, transparent information about what can be expected was very 
reasonable and was very, very appreciated. The dates for such appointments 
were always fully booked out65 
     Respondent C14 
 
With regard to honesty, respondent C4 had a disappointing experience: indeed, 
consulting hours were provided; however, “in the end they told us, that's how the world 
is”66.  
 
  9.1 Individual discussions about consequences and solutions 
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C2 
For each employee who will be transferred, an individual profile has to be 
generated. 
C2 
It is always about the burden being reasonable, partly reasonable and not 
reasonable anymore…it is possible from a company perspective to say, ok, 
for that, you receive a seasonal public transport ticket for free or we offer a 
car park for free, et cetera…it is important to keep people at least partly 
motivated. 
C3 It is important to be responsive to individual impacts. 
C4 
Consulting hours were provided when to talk to people. But in the end they 
told us, “that's how the world is”. 
C6 I received opportunities, got shown some ways. 
C8 They'll share your fears, look into your situation. 
C10 
Everybody could take time to talk about the contract to clear any possible 
questions … HR took part as well …the reaction was very positive. 
                                               
63 Eingehen auf persönliche Auswirkungen 
64 Also, dass dies nicht so in einer großen Gruppe stattfindet, sondern dass es auf die 
emotionale und die soziale Ebene geht. Man weiß, man da davon jemanden anrufen und das 
Gesprochene bleibt dann unter den vier Ohren 
65 Offene und ehrliche, transparente Information, was einen erwartet, das war schon sehr 
sinnvoll und wurde auch sehr, sehr gut frequentiert. Die angebotenen Termine, die angeboten 
wurden, waren auch immer total ausgebucht 
66 Es gab natürlich Sprechstunden die angeboten wurden, wo man mit den Leuten darüber 
reden konnte, aber letztendlich wurde gesagt, so ist die Welt halt einfach 
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C10 
That means it also depends on how each individual perceives it, whether as 
risk or also as chance?…Exactly, yes. 
C10 
Employees feel as if they were literally “sold” and this feeling needs to be 
taken seriously.  
C12 
The first aspect is, of course, the feeling and emotional relationship to a 
new company. If this is somewhat clear, then start the operational phase as 
the second wave. 
C14 
Open, honest and transparent information about what can be expected was 
very reasonable and was very, very appreciated. The dates for such 
appointments were always fully booked out.  
C15 
It should not take place in a larger group, but should approach the 
employees on an emotional and social level…and should be confidential 
C15 
It should be possible to tell people, I have fear. And the other says: Yes, I 
had fear, too. 
 
Table 4.39: Individual discussions about consequences and solutions 
 
4.9.2 Information about new jobs, company culture and work environment 
During the interviews, three issues related to support were raised.  First, “general topics 
around the decision”67 (C13); second, details about future job and work environment (C4, 
C11, C15) and alternative solutions (C15). “It was very unclear and was never clarified, 
whether I have to continue as before, or do I have to go into a call centre,…or if there is 
going to be any transfer period”68 (C4). Regardless their position in the company’s 
hierarchy, all employees care about the content of their future work, their personal 
development and career planning. The third aspect tackled in interviews was how to 
manage cultural change (C6, C10) (overlap with sub-code 11.1) and introduce 
employees to the environment, processes and culture of a new company: “it is important 
to make it clear how I can manage the cultural change, that the employees who were 
transferred would be integrated and would not give up”69 (C10). In this context, 
respondent C2 underscored once again the importance of acknowledgement for the 
performance so far and the one ahead in the new company: “tell them, hey, just a 
moment, we would like to have you as employees, we need your experience”70. 
 
  9.2 Information about new jobs, company culture and work environment 
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C2 
To tell them, hey, just a moment, we would like to have you as employees, 
we need your experience. 
                                               
67 Einmal um die grundsätzlichen Dinge, was die Entscheidung angeht, was die Probleme und 
die Konsequenzen angeht und die Jobs 
68 Es war auch sehr unklar und es wurde auch nie geklärt, mache ich erst mal weiter wie bisher, 
oder muss ich jetzt praktisch in ein Callcenter …, oder gibt es eine Übergangsphase 
69 Also da muss man natürlich auch schauen, wie kriege ich diesen cultural change hin, dass 
die Mitarbeiter, die übergegangen sind, entsprechend auch aufgenommen werden und nicht 
komplett ihre oder ich sage mal nicht komplett innerlich kündigen 
70 Dass man auch sagt, hey Augenblick, wir sehen dich als Mitarbeiter, du hast ein Potenzial, 
wir brauchen deine Erfahrung 
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C4 
It was very unclear and was never made clear whether I have to continue 
as before or I have to go into a call centre,…or if there was any transfer 
period. 
C6 
How important are the company cultures the employees are confronted 
with?…Yes, this plays a big role. 
C7 
Contacts, conversations between employees in both companies - the old 
and the new one. This communication is very important, in my opinion. 
C10 
It is important to make it clear how I can manage the cultural change and 
that employees who were transferred would be integrated and not give up. 
C11 
It helps reduce resistance and lift doubts, if employees are informed about 
their future area of work, future location, future tasks and 
environment…Yes, yes, I think so, yeah, it will definitely be helpful. 
C13 
First of all, [it was about] general topics regarding the decision as well as 
about problems, consequences and jobs. 
C15 Such support would have been good because it would show alternatives. 
C15 
Career planning, personal development and these kinds of things?…This 
was a topic. We got a lot of supporting tools for that to apply,…but from my 
perspective, we got filled up with these systems. 
 
Table 4.40: Information about new jobs, company culture and work environment 
 
4.9.3 Possibilities for individual support 
The far-reaching aim of individual support is “to create clarity and transparency for all 
three parties: the outsourcing company, the receiving company and the employees”71 
(C2) regarding “these many large and small things”72 (C6). One respondent (C2) 
recommended to “give an early signal that one-to-one meetings will be held with 
everyone"73. For interviewee C7, “accurate communication and reliable managers who 
have contact with each individual employee are extremely important [for outsourcing]”74. 
Several interviewees (C6, C13, C14) had positive experience with consultation hours or 
walk-in offices. Age and job tenure of the affected employees (C13) and their cognitive 
maturity (C8) seem to play a role in individual support, too. 
 
                                               
71 Schafft Klarheit für beide Seiten oder für alle drei Seiten, ich sage mal, das abgebende, das 
aufnehmende Unternehmen und die Mitarbeiter Klarheit und Transparenz. 
72 Eine Art Austauschforum zu haben oder Sprechstunde von Management oder von 
Outsourcer-Seite oder Dienstleisterseite, um die vielen großen Dinge und kleinen Dinge, die da 
kommen 
73 Um die Unruhe, die entstehen könnte, eigentlich im Keim schon mal zu ersticken und zu 
sagen, gleich die Signale setzen, und Leute, mit allen werden Einzelgespräche geführt 
74 Aus meiner Sicht ist für ein Outsourcing extrem wichtig, die genaue, verlässliche 
Kommunikation, und die Vorgesetzten, die mit jedem einzelnen Mitarbeiter in der Situation 
Kontakt haben 
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If employees are about 50 to 55 years old they may have been with the company 
for 20 to 30 years. Then they will have more difficulties and need much more 
individual support.75 
     Respondent C13 
 
Acceptance of outsourcing and the credibility of management will increase if the latter 
provide individual support (C6). 
 
  9.3 Provide possibilities for individual support 
 
C2 
To nip in the bud any kind of confusion that may appear, [it is helpful] to give 
an early signal that one-to-one meetings will be held with everyone. 
C2 
Create clarity and transparency for all three parties - for the outsourcing 
company, the receiving company and the employees. 
C5 The feeling that they care about us. 
C6 
[It would be good] to have a consultation hour, provided by the management 
or by the outsourcer, to listen to and tackle these many large and small 
things. These could be for instance: Where to clock in? or Who could help 
me find a new flat? or How will my salary grow? 
C6 
Would the acceptance of outsourcing and credibility of the management 
increase if one feels well supported during the process?…Absolutely.  
C7 
I think, in outsourcing, accurate communication and reliable managers who 
have contact with each employee are extremely important. 
C8 
In manufacturing, there are so many people…[who] feel uncomfortable, 
disoriented and lost because they don't know what to do next. 
C11 
The outsourcing company…should join the game as early as possible to 
convince the persons...that they will be welcomed into the new area. 
C13 
I think for the colleagues who took the opportunity of these consultations, 
the possibility to talk to contact persons was very important. 
C13 
If employees are about 50 to 55 years old, they may have been with the 
company for 20 to 30 years. Then they will have more difficulties and will 
need much more individual support. 
C13 
It is definitely the case that concerns that appear in this case are 
significantly stronger and the need to take care of them is as well. 
C14 
Already in the transition phase, they cared for us…there were kind of walk-in 
offices, where once a week representatives and future project managers 
were available for a talk. 
C14 Yes, to be left alone is no go. 
 
Table 4.41: Provide possibilities for individual support 
 
                                               
75 Wenn ich MA hab, die so 50 bis 55 Jahre alt sind, sind sie schon möglicherweise 20 bis 30 
Jahre im Unternehmen, dann tun die sich wesentlich schwerer und müssen wesentlich 
intensiver an der Hand genommen werden. 
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4.9.4 Select supporting persons carefully 
To successfully support employees, the person in charge has to meet certain 
requirements. Six interviewees described the required nature of such person: he or she 
“is in key position and has to deal with the people”76 (C2); “has to accept that employees 
are in a bad mood during that time”77 (C7); has to be one of the “experienced project 
managers”78 (C6) and need to have “very, very good intuition about how to interact with 
employees”79 (C10). For sustainability of the achieved results it is important not to 
exchange the contact person because it may lead to problems (C13).  
 
  9.4 Select supporting persons carefully 
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C2 
That means taking the emerging topics seriously is a key skill of this 
consultant? Is that correct?…Yes, because this is a key position - a person 
who has to deal with the people and take into account their individual 
situations. 
C5 
They have to show a positive picture and have to look to the future, almost 
like a welfare worker does. 
C5 
First of all their task is to discuss banal questions but with the far-reaching 
aim to soothe fear regarding their future. 
C6 
These have to be experienced project managers because the task is 
difficult. 
C7 
A very big point is to recognise and accept that employees are in a bad 
mood during that time. 
C10 
In the end, it is about a transfer of employees and due to that very, very 
good intuition is required - how to interact with the employees afterwards. 
C13 
That was really the problem, that one arranges certain points with someone 
from the HR and after a personnel change, the other one did not know 
anything about those arrangements. She said that she was not aware of 
that and that she would process the matter differently. 
 
Table 4.42: Select supporting persons carefully 
 
4.9.5 Commitment to the search of individual solutions from both sides 
Within the discussions about support from the organisation, six respondents emphasised 
that commitment has to be displayed by both parties: not only by the employer, but also 
by the employees. Respondent C5 took the following approach: he called his new boss 
and told him about his skills. Respondent C7 recommended to “imagine there is a new 
                                               
76 Es ist eine der Schlüsselpositionen, weil der erstmal die Leute abholen muss 
77 Ein ganz großer Punkt ist zu erkennen und zu akzeptieren, dass Mitarbeiter in der Zeit 
schlecht drauf sind 
78 Das müssen auch sehr erfahrene Projekt Manager müssen das machen und da ist es 
schwierig an der Stelle 
79 Man muss an der Stelle ein sehr, sehr gutes Fingerspitzengefühl haben, wie ich mit 
Mitarbeitern nachher umgehe 
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position in a new company and act accordingly; then the problem is significantly 
smaller”80.  
 
I gave my most important [new] manager a call and told him who I am and these 
are my skills and this is what I think I'm able to do for you. This was well received 
and I was able to bring myself in81 
     Respondent C5 
 
  9.5 Commitment to the search of individual solutions from both sides 
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C5 
I gave my most important [new] manager a call and told him, who I am and 
these are my skills and this is what I think I'm able to do for you. This was 
well received, and I was able to bring myself in. 
C6 
There are also people who block and do not tolerate people trying to talk to 
them and refuse everything. 
C7 
If one imagines there is a new position in a new company and acts 
accordingly, the problem is significantly smaller. 
C12 
The endeavour must not only come from the employees, but there has to be 
also some support. 
C13 
This is not a one-way street, but in both directions, one has to think 
active?…Yes, definitely. 
C15 
I think that the people who face this kind of decision should not only try to 
keep the status quo, regardless of their age. 
 
Table 4.43: Commitment to the search of individual solutions from both sides 
 
4.10 Observe perceptions of employees and react accordingly 
In an outsourcing process, it is essential that the management understands attitudes and 
reactions of the staff to change and its consequences. The findings are grouped into two 
sub-codes: the sub-code 10.1 deals with time required for receiving reaction from 
employees, and the sub-code 10.2 gives an insight into the perception of management. 
 
10 
Observe perceptions of 
employees and react 
accordingly 
 10.1 Give employees time to react 
 
10.2 
Observe employees to perceive their 
attitudes and react accordingly 
 
Table 4.44: Structure of the main code 10 
 
                                               
80 Wenn man sich die Sache als eine neue Stelle bei einer neuen Firma vorstellt und 
dementsprechend agiert, ist die Problematik deutlich kleiner 
81 Ich hab‘ dann den für mich, wichtigsten Manager angerufen, hab gesagt, pass mal auf, das 
und das kann ich, der und der bin ich, das kann ich dir bieten, dann glaub ich kann ich was für 
dich tun. Das kam gut an, ich konnte mich dann einbringen 
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4.10.1 Give employees time to react 
Only one interviewee mentioned the topic; however, this significant comment is very 
close to the ideas elaborated by cognitive science: “the individual human and especially 
the organisation needs some time to understand what the issue is about”82 (C4). Indeed, 
people need some time to form their opinion before they react. 
 
  
 10.1 Give employees time to react 
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C4 
An individual and an organisation need some time to understand what the 
issue is about. 
 
Table 4.45: Give employees time to react 
 
4.10.2 Observance of attitudes among employees and appropriate action 
Even knowing that structured scanning of perceptions and attitudes might be 
problematic, five interviewees recommended tracking them, and none of the 
respondents objected to the idea.  Respondents C4 and C10 agreed that “it is important 
to communicate and recognise resistance before it becomes massive. If you recognise 
resistance, you are able to take action”83. The need of permanent contact was 
emphasised by the respondents C7 and C10. Finally, the aim of the tracking is to 
“anticipate employees’ feelings and concerns and find solutions” (C11). One respondent 
(C10) mentioned that, to avoid losing control, any online platform should be moderated.  
 
  
10.2 Observance of attitudes among employees and appropriate action 
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C4 
It is important to communicate and recognise resistance before it becomes 
massive. If you recognise resistance, you are able to take action  
C4 Maybe fear, which did exist, was not taken seriously. 
C7 
It is necessary to be continuously in contact with all the employees and also 
try to find out whether they thinking to leave the company. 
C10 
[online platform] This has to be moderated, because otherwise… control 
can be lost if mostly those who oppose outsourcing participate and create 
bad mood. 
C10 
The exchange between the employees is important. If it is possible [for the 
management] to gain insights, then it is also possible to react accordingly. 
From a management perspective, this is an important argument. 
C11 
It is very important to anticipate employees’ feelings and concerns and find 
solutions  
                                               
82 Die einzelnen Menschen und erst recht eine Organisation braucht eine gewisse Zeit, um 
überhaupt zu kapieren was ist denn gemeint 
83 Deshalb ist es mir halt wichtig, dass man diese Kommunikation macht, und dass man die 
Wiederstände auch erkennt bevor sie massiv werden. Dass man sie eigentlich erkennt, dass 
man damit auch agieren kann 
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Table 4.46: Observance of attitudes among employees and appropriate action 
 
4.11 Mentoring program for the transition period 
The need of guidance in order to incorporate staff into the new company during the 
implementation phase of an outsourcing project was a topic the interviewees extensively 
elaborated upon. This topic overlaps with the main code 9 - “individual support” - but 
here it is about support in incorporating into new company rather than managing 
individual consequences in the personal environment. The main code is split into two 
sub-codes: code 11.1 gives insights into the demand for introduction into the culture of 
the new company, and code 11.2 emphasises the importance of a committed mentoring 
programme. 
 
11 
Mentoring program for the 
transition period  
11.1 
Introduction to the environment, 
processes and culture of the new 
company 
 11.2 Mentoring during the transition phase 
 
Table 4.47: Structure of the main code 11 
 
4.11.1 Introduction to the environment, processes and culture of the new 
company 
Seven out of fourteen respondents raised two aspects of the topic without being explicitly 
asked. According to interviewee C7, one aspect is more “emotional”, and the other is 
more “operational”. Introduction to the company culture obviously plays “a very big role”84 
(C15). In information meetings (C12, C13, C14, C15), “different cultures should be clearly 
addressed to avoid culture clash”85, as interviewee C10 emphasised. For the respondent 
C6 transition was “a bit of a culture shock”86, and for C14 culture “was one of the most 
important topics”87. After introduction into the differences of companies' cultures, the 
need to specify some operative topics can “emerge as a second wave”88 (C7). In regard 
to the entire introduction process, “focus should not only be on the group but also on an 
individual level”89 (C15). In the end, a reasonable mix between group and individual 
                                               
84 Welche Rolle spielt da die Firmenkultur vom einen oder anderen Unternehmen? … eine sehr 
große Rolle 
85 Im Rahmen so einer Umsetzung auch die unterschiedlichen Kulturen klar adressieren … 
Sonst kommt es zum cultural crash 
86 Das war auch natürlich so ein bisschen ein Kulturschock 
87 [Die Kultur] War das auch ein Teil dieser Informationsveranstaltungen? Absolut. Für mich 
persönlich war es einer der wichtigsten Punkte 
88  ... dann erfolgt das Operative und das ist die zweite Welle 
89 Es sollte vor allem nicht nur in der Gruppe wert gelegt werden, sondern es sollte auch 
individueller gestaltet werden … Da zu gucken halt, dass man das auch individueller gestaltet 
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information seems to be appropriate. If the transition phase is not successful, the risk is 
that employees feel “sometimes very frustrated if they realise that after a relatively long 
time they simply haven’t settled in”90 (C12) in a new company. From an administrative 
point of view this sub-code overlaps with the sub-code 7.4 - “continuous information 
about the change process and progress”. 
 
  
 11.1 Introduction to the environment, processes and culture of the new 
company 
R
e
s
p
o
n
d
e
n
t 
C5 
The technical realisation was perfect. This was completely elaborated, 
there was no failure.  
C6 It was a bit of a culture shock, of course. 
C7 
The first topic is emotional bonds, of course. It is about work relationship 
with a new company. And if this is steady and safe, operative topics 
emerge as a second wave. 
C10 
Especially at the beginning it was very, very important to emphasise that 
this a partnership. Then the employees who had to go felt a little bit better. 
C10 
During the implementation, different cultures should be clearly addressed to 
avoid culture crash. 
C12 
If I join a company, I expect that some fundamental topics will be presented 
somehow. 
C12 
It is sometimes very frustrating after a relatively long time to realise that one 
simply hasn’t settled [in the culture of the new company]. 
C13 Information meetings would be a big help. 
C14 
Was culture part of the information events? Absolutely. For me personally, 
it was one of the most important topics. 
C15 
What role does the company culture of both companies play?…A very big 
role. 
C15 The focus should not only be on the group but also on an individual level. 
 
Table 4.48: Introduction to the environment, processes and culture of the new company 
 
4.11.2 Provide mentoring during the transition phase 
 “To become familiar with the new employer is a very, very long and difficult process”91 
(C12). Even assuming that this differs from person to person, this statement gives insight 
into what companies have to expect. Eight respondents recommended a mentoring 
programme during this phase: “the more substantial culture change is, the more 
important is the mentoring programme”92 (C13). Mentoring should not be mandatory, but 
                                               
90 Das ist auch nochmal dann frustrierend nach relativ langer Zeit erst, weil man einfach merkt, 
dass man wie gesagt einfach nicht angekommen ist 
91 …  dass man dann irgendwo mal warm wird mit dem neuen Arbeitgeber eben halt. .... Das ist 
ein ganz, ganz langer schwieriger Prozess 
92 [Je größer der kulturelle Unterschied, umso wichtiger ist das Mentoringprogramm]: ja, das 
könnte stimmen 
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it should be available (C12, C15), and employees themselves should decide if they want 
to use the opportunity or not. Communication has to be face-to-face and not via phone 
(C5 and C10) and “mentors should be colleagues, not managers”93 because “in this 
situation, there will be no trust in any manager” (C7). 
 
For the transition time, people who have a problem, distress or worries can call 
the specially assigned staff and ask them to help, rather than using a helpdesk 
somewhere. This would have been excellent94. 
Respondent C5 
 
Finally, “this guidance is very, very necessary, regardless of whether it is a mentoring 
programme or not”95 (C15). 
 
   11.2 Provide mentoring during the transition phase 
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C5 
It would be helpful to provide more dedicated contact persons for questions 
concerning daily routine 
. Some people who had worries just had not read the emails attentively 
enough or did not understand them. 
C5 
For the transition, people who have a problem, distress or worries can call 
the specially assigned staff and ask them to help, rather than using a 
helpdesk somewhere. This would have been excellent. 
C7 
You need an exchange with colleagues, not with managers. In this situation, 
there will be no trust in any manager. 
C10 
A real sparring partner on an equal footing…a mentor…yes, exactly, 
correct. 
C10 
At least an offer is important regardless whether the programme is 
implemented or not. 
C12 
To become familiar with the new employer is a very, very long and difficult 
process. 
C13 
This is a very special topic. Colleagues who could answer many questions 
as well as a mentoring program of a new company could be helpful. 
C13 
Mentoring program helped me a lot to get along with the mind-set of the 
new company. 
C13 
The more substantial culture change is, the more important is the mentoring 
programme.  
C14 
We had to make decisions on our own [which was never the case in the 
former [company]… we had to learn it from the start. A mentor can be very 
helpful then. 
                                               
93 Du brauchst einen Mitarbeiteraustausch, keinen Chefaustausch. In der Situation wird keinem 
Vorgesetzten vertraut 
94 Dann eben vielleicht für die Zeit der Transition, dass die Leute wo ein Problem haben, nicht 
irgendwo auf einem helpdesk rauskommen, sondern dann wirklich für ihre Sorgen, Nöte, 
Probleme ... oder so, dass es dedizierte Ansprechpartner gibt, die man anrufen kann, und 
sagen kann, erzähl mal, und dann erzählen ... Das wäre ganz groß gewesen 
95 Diese Begleitung in das neue Unternehmen. Sei es ob es ein Mentoring-Programm ist oder 
nicht. … Es ist sehr, sehr notwendig. 
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C15 
Occasionally, we were obliged to join a mentoring program. If one did not 
join, one received poorer assessment at the end of the year. 
C15 
First of all, it is important to find out who your mentor is, what role he or she 
plays in the programme and how this person is engaged. 
C15 
[Culture] This is a point that a mentor cannot help. I have to manage it on 
my own. 
C15 
Guidance is very, very necessary, regardless of whether it is a mentoring 
programme or not. 
 
Table 4.49: Provide mentoring during the transition phase 
 
4.12 Consider also indirectly affected employees 
An aim in the interviews was also to find out the target groups for interaction and the 
respective measures. In some interviews, this question was asked specifically. None of 
the interviewees raised the subject on his own. The findings of this code demonstrate 
that few respondents think about direct and indirect impact. 
 
12 
Consider also indirectly 
affected employees  
12.1 Employees might be indirectly affected 
 
Table 4.50: Structure of main code 12 
 
4.12.1 Employees might be indirectly affected 
As the title of the code shows, interviews gave no clear answer regarding the dimension 
of indirect impact as part of the entire company-induced impact of outsourcing (see the 
initial model in chapter 1). Two respondents commented that direct or indirect impact on 
their colleagues put additional strain on them, too. For the respondent C15, stress of the 
colleagues “hit him as well”96 (C15). C12 sees it kind of a group effect. 
 
This is a group phenomenon: not only one person is affected, but the whole group 
or a department … because sooner or later everyone will become aware (of what 
is going on) and begins to think it over97 
Respondent C12 
 
                                               
96 War es für Sie auch mit eine zusätzliche Belastung durch die Belastung der Kollegen? Oder 
haben Sie da nur auf sich geschaut? … Nee, also es hat auch ganz schön an mir gezehrt. 
97 Das wird als Gruppenphänomen dann auch wahrgenommen. Man ist ja auch nicht als 
einzelner betroffen, sagen wir mal, sondern man ist ja auch irgendwie eine Gruppe oder eine 
Abteilung und diese Abteilung ..., weil natürlich auch dann alle das irgendwie mitbekommen und 
ich glaube jeder fängt dann plötzlich an zu überlegen 
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However, the same respondent (C12) could give no example of an indirect impact on 
him personally: “I did not experience that in such a way”98. 
 
  
12.1 Employees might be indirectly affected 
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C12 
This is a group phenomenon: not only one person affected but the whole 
group or department …because sooner or later everyone will become 
aware (of what is going on) and begins to think it over.  
C12 No, I did not experience that in such a way. 
C13 One takes the problem of a friend as one's own problem. 
C15 
Did you have additional strain caused by the strain of your colleagues, or 
did you only focus on your own? - It did hit me as well. 
 
Table 4.51: Employees might be indirectly affected 
 
4.13 Summary 
This chapter has captured the findings generated from the execution of the research 
methodology specified in the previous chapter.  Findings tables where used to assemble 
the data in a meaningful, comprehensive fashion (Jorgensen, 1998) in order to arrive at 
“intelligible products” (Welman et al., 2005, p. 211). These tables enable to bring together 
otherwise discrete or unconnected themes and statements about influencing factors in 
outsourcing projects. Depending on the individual code, the number of relevant 
responses for that code varied between a handful and a dozen. The overall coding 
consisted of twelve main codes with thirty-nine sub-codes, which in the end acted as 
data collection filters and drove the number of finding tables. In order to account for the 
subjective and holistic nature of the chosen interpretivist research paradigms, numerous 
citations were provided to ensure a rich description and verify the traceability of the 
documentation of the findings. However, while the findings tables comprise an important 
step on the way from the interviews, actual analysis of the findings is required as a further 
processing step in order to obtain new knowledge. The next chapter presents the 
analysis that transforms the collected data into meanings suitable for connecting to the 
research question of this thesis. 
  
                                               
98 Nein, das habe ich so nicht erlebt 
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5 Analysis 
The analysis of the findings leads to answering the research question about how specific 
influencing factors of outsourcing can strengthen positive employees' attitude and reduce 
their concerns. An indication about the relevancy of various aspects could be given, at 
least by trend, by analysing how and in what detail the respondents raised the topic and 
what was the share of interviewees who considered the respective aspect relevant. 
Furthermore, the range of opinions on the role of this or another influencing factor 
supported the evaluation. In addition, for each of the discussed main codes, the apparent 
connection to other codes was detected. Figure 5.1 illustrates the analysis procedure. 
 
 
 
Figure 5.1: Illustration of the analysis procedure 
 
 
5.1 Summary of the findings and link between different aspects 
In this section, the essentials from all findings are summarised. Furthermore, subject 
related connections to other main codes or single aspects are disclosed. The simularities 
and differences between the literature and the empirical investigation are discussed in 
section 6.1. 
 
5.1.1 Appreciation of performance up to now 
If management fails to appreciate the performance of employees or talks about it with 
disrespect, it might have negative consequences on levels of trust and on the motivation 
41 Clear explanation of consequences for the employees
C2
Each employee got explained in very detail, salary old and salary new, all very little elements 
were valued against each other. This was perceived bad, this was really nitpicking
C4 But was does that mean for me precisely?
C4 For somebody, who makes his life dependent on a job, this is the theme number one
C5
It is not absolutely necessary to capture understanding or conviction, but at first you are happy 
to keep your job
C6
There were a lot of unclarified questions; the important focus is, that it must be possible to tell 
the employees what will be changed
C7
There has to be transparancy - this and that has to be expected by then - this is very important 
to make the people aware, that is the way I am maybe impacted in the future or not.
C12 Giving honest information obtaines high acceptance, rather than whitewashing
C14 This was a quite heavy burden
C15 This is highly dependent on the individual situation
42 Explan tion of the im t on social nvir nment
C3 Relocation is a high barrier for th  acceptance of employ es
C3 The situation in th  job market is a relevant factor
C7
The social binding at a location increases with the time being there and arranging the 
"homebase"
C13 I can imagine that a relocation is a "big enemy"
C15
If there are people with families, it is a very, very big point, if they have to travel only within 
Germany or abroad
44 Impact of age, job tenure
C2 Younger people can handle chang s better and see arising chances out of such themes
C5
I know that the majority of the employ es, es ecially t  older ones, have big problems with 
that
C6 There is definitely an influence of higher age or higher job tenure
C6 This is a group of employees, which sometimes fall by the wayside
C7 The willingness to take over a new and interesting task has nothing to do with the age
C7 Job tenure was only important in regard to the period of cancellation and indemnities
C8
In the production industry .. it's a blue collar people and it's a fact of life, I mean these people 
are less inclined to move, they have a different way of look 
C10 The age of the impacted employees and their job tenure can be an crucial factor, of course
C13
Employees with age of 50 or 55 years or being maybe 20 to 30 years in the company have 
much more difficulties [with the change] and need much more intensive support
C14 There is a difference, if an employee is 30 or 50 years old, without doubt
C14 The older colleagues had much more necessity for discussion
C15
If I confront a 50 oder 55 years old employee with outsourcing, this is totaly different as if I 
have an employee with an age of 40
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43 I formation about p ssible alternatives for employees
C2
The employees should b  able to decide as early as p ssible if they want to migrate, 
because these, who do not want to migrate, can't be motivated anyway
C3
As far as possible alt rnatives (e.g. contract adjournme t with indemnity) should be disclosed 
and offered
C6
I need to get a perspective prese t d. I do not have to understand  be convinced about the 
measures for 100%
C6 It would have been nice to g t a perspective discl sed
C10
The only alternative for the employees was "ok, let's make the outsourcing deal" - they did not 
have an alternative inhouse. The employer should have disclosed an alternative concept
C12
The old employer tells a story, that the new company is really great … and shows nice high 
gloss presentations. You should not be blinded by that
C14 It speaks in the favour of the company to provide certain possibilities
C14
It is very, very helpful to get informed about what's to be expected. With this you have the 
opportunity to think about alternatives to avoid the migration
C15
There were some employees who decided not to migrate. They got under pressure by telling 
them to get the dismissal sometime
C15 The different perspectives need to be disclosed
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of employees. All respondents who raised the topic agree on that. Moreover, a supporter 
for outsourcing may turn into its opponent. Consequently, it is highly recommended to 
give the employees who will be transferred to a new company the feeling that their 
performance on the job has been appreciated and will be requested by the new 
employer. However, these statements have to be in line with the company’s values and 
information transmitted earlier. Appreciation can increase motivation and even convince 
people of things that they have not seen positively so far. This demand is in line with the 
main code 2 - “competent and reliable information and promises”. 
 
5.1.2 Competent and reliable information and promises 
Credibility of managers is crucial in the process of outsourcing. Information and promises 
have to be complete, correct and reliable. If the trusting relationship is destroyed, 
employees will doubt any further information given later on - this was the opinion of all 
respondents who raised the topic, with no exception. The fact that eleven out of fourteen 
interviewees talked about the issue underscores its importance. This short but powerful 
conclusion on significance of trust and credibility is connected to the sub-code 5.2 - 
“commitment of middle managers as stakeholders” - and may partly contradict the sub-
code 7.2 - “announcement by senior management” - and sub-code 7.5 - “dialogue with 
opportunity for discussion”. The reason might be the order in which arguments were 
presented. Hence, if senior management enjoys credibility with employees, it should take 
over the task to announce the outsourcing and initiate the dialogue. If credibility is not 
there, the next hierarchy level in the management that has a trusting relationship with 
employees should take over. Noteworthy, the main code 2 seems to have at least indirect 
connection to all other codes because trust and credibility seem to be a very significant 
basic issue.  
 
5.1.3 Follow-up of raised questions and inputs 
It can be concluded that it is not only important to give employees an opportunity to ask 
questions; their input has to be taken seriously and their questions be followed upon, 
even if they sound banal from the management's point of view. Taking inputs and 
questions seriously is seen as taking the employees seriously, which creates trust in the 
management. On the other hand, ignoring questions and input of employees will increase 
their frustration. This wish overlaps with the sub-code 7.5 - “dialogue with opportunity for 
discussion” – and with part of the main code 8 - “participation of employees in 
implementation” and the main code 2 - “competent and reliable information and 
promises”. 
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5.1.4 Clear statements regarding opportunities and negative impacts 
The level of impact of an outsourcing decision is highly dependent on the individual's 
situation, which is influenced by private and organisational circumstances such as 
personal development and career opportunities. Therefore, age and job tenure are 
relevant factors for the perceptions, attitudes and acceptance of an outsourcing 
measure, as emphasised by most interviewees. The impact on the personal social 
environment is especially difficult to cope with. Most of the employees expect to be 
addressed in an honest and transparent way and be given sufficient details on the 
consequences and alternative possibilities regarding the transition period. Furthermore, 
some respondents are interested to know what efforts management will undertake to 
reduce the negative impact on employees. About a seventh part of the entire interview 
time was dedicated to this topic, which indicates its significance. This main code has a 
strong link to the request to avoid rumours and uncertainty (main code 6). The employees 
want to have a clear picture of the consequences for them personally and thus their 
opportunities to take action. Another link is to the main code 9 - “individual support to 
manage consequences of change”. Since the level of impact depends on the individual 
situation on both company and personal levels, the solution for each employee has to be 
individual, too. 
 
5.1.5 Adequate announcement and justification with facts 
To be able to accept outsourcing, the respondents believe it is crucial to be convinced 
that outsourcing is justified and targets are duly set. In the unfreezing phase of an 
outsourcing initiative, an extensive, clear and transparent announcement of the project 
is recommended. The decision should be carefully elaborated upon and adequately 
explained with arguments, facts and figures. Before the employees are prepared to 
engage with the process and solutions, they should be able to understand the necessity 
of the measure. Therefore, management should explain the alternatives and 
consequences for the company in case outsourcing is not done. The arguments should 
be comprehensible, reproducible and presented at the cognitive level of the affected 
employees. Middle managers and stakeholders, workers' council in particular, should be 
involved, and they should be convinced about the outsourcing because they play an 
important role as disseminators. Employees often have more trust in their direct 
superiors than in the senior management. Furthermore, it should be demonstrated that 
the target is achievable. This aspect seems to need to be elaborated upon. On the 
upside, if outsourcing provides opportunities for the affected employees, this issue is 
much more relevant compared to the situation when employees will lose their jobs due 
to change. The majority of employees expect at least a rough realisation plan from 
beginning to the end so that they know what will happen when. In regard to honouring 
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achieved milestones, no common statement can be derived. The theme seems to be 
also dependent on the personal consequences for employees, in particular, if they are 
going to lose their jobs. Finally, employees want to be aware that managers will head for 
the best solution for the company and the employees. The demand for a clear and 
comprehensible announcement is directly connected to the main code 6 - “avoidance of 
uncertainty and rumours”. Often a direct connection between justification of outsourcing 
and acknowledgement of previous performance (main code 1) as pre-conditions for the 
acceptance of outsourcing by the affected employees could be observed. 
 
5.1.6 Avoid uncertainty and rumours 
To lead employees through an outsourcing process, it proves to be worth investing effort 
in avoiding rumours and uncertainty. It is much better to communicate bad news 
accurately than to keep the affected employees in the dark because it may lead to 
frustration and inner resignation. Furthermore, staff start to discuss their work prospects 
based on incomplete information and take a stand which later might be difficult to 
change. The fact that this theme was raised by ten out of fourteen respondents and 
required a major share of the entire interview time shows that uncertainty has a strong 
impact on employees’ attitude to outsourcing. The code has a strong link to the entire 
main code 4 - “clear statements regarding opportunities and negative impacts”, which 
asks for clear-cut, extensive and complete information about the consequences for the 
employees. Furthermore, it is possible to build a link to sub-code 7.1 - “early involvement 
of employees”, to the sub-code 5.3 - “explanation and justification of the outsourcing 
requirement with facts and arguments” and to the sub-code 7.5 - “dialogue with 
opportunity for discussion”. 
 
5.1.7 Communication concept 
The announcement of an outsourcing initiative should be made by one of the senior 
management who took the respective decision. However, this manager has to be a 
person who is trusted by employees. This aspect indicates some tension between 
subordinates and their superiors. Obviously, employees differentiate between managers 
in general and persons who they can trust. A link of that point is visible in the sub-code 
5.2 - “commitment of middle managers as stakeholders about the change”. The 
announcement should be done at an adequate point in time, but as early as possible to 
avoid uncertainty and rumours (main code 6). From the interviews, it remains unclear 
what to understand under “adequate point in time”. Considering arguments from the main 
codes 6 and 7, a reasonable point in time seems to be directly after the decision was 
made. Management should have maximum direct contact with the employees and give 
them the opportunity to raise doubts, discuss their concerns and ask questions. To 
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prepare themselves for this dialogue, managers should take employees' perspective and 
preferably discuss their arguments with stakeholders or members of the union 
beforehand. If no possibility for a discussion is given, people become sceptical. Referring 
to the statements of the respondents, it can be assumed that the closer managers 
communicate with the affected employees the higher is their credibility. The theme of 
direct communication and discussion has a connection to the main code 3 - “follow-up 
on raised questions and inputs”. During the implementation phase, management should 
permanently inform employees about the progress and other administrative issues. 
Setting up a modern exchange platform is recommended in order to give the affected 
employees an opportunity to exchange experiences and give each other support, and 
thus help management follow the moods. Providing a platform has a direct connection 
to the sub-code 10.2 - “observance of attitudes among employees and appropriate 
action”. This platform might be moderated by an experienced employee or by a third 
party who has already experienced an outsourcing process. In sum, trust and credibility 
of the interacting persons are key factors for successful communication. 
 
5.1.8 Participation of employees in implementation 
As the respondents see it, participation of employees is important to achieve successful 
outsourcing. The aim is to search for the best solution for the employees and along with 
that give management an opportunity to bring in adjustments if required. All respondents 
spoke about the need to involve staff in the implementation phase at an earliest stage 
possible. Nobody of the interviewees expressed a wish to participate in the decision-
making phase. To increase the effect of participation, some respondents recommended 
involving stakeholders in the process. Some freedom of action can also give employees 
a better feeling and help adopt positive attitude. No conclusion can be made with regard 
to the question who should benefit from the participation. Whether employees would only 
like to take the control over their individual situations or make the outsourcing successful 
from the company's point of view may be additionally examined in further studies. There 
is a connection of this topic to the main code 7 - “communication concept”-  and 
particularly to the sub-code 7.5 - “dialogue with opportunity for discussion”. 
 
5.1.9 Individual support to manage consequences of change 
During the realisation phase of an outsourcing project, management should provide 
individual support for the affected employees. For this purpose, personal contact and 
face-to-face meetings are highly recommended; in addition, consultation hours are highly 
appreciated. The following themes could be covered: the decision on outsourcing itself, 
job opportunities and possible constraints, work environment and culture in a new 
company as well as current daily routine. The opportunity for individual support creates 
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confidence, reduces resistance and lifts doubts provided the communication is 
straightforward and open. These aspects show a link to the sub-code 7.3 - “direct and 
trustful contact with management”-  and sub-code 7.5 - “dialogue with opportunity for 
discussion”. Persons who offer support have to be selected carefully and not changed 
during the transition process. As far as their professional profile and personality are 
concerned, they need to have experience as project managers and have very good 
intuition. To achieve the best result, engagement from both sides, the company and the 
employee, is required. 
 
5.1.10 Observance and action 
Both management and employees need some time to build their opinions before they 
react or take action. The time needed remains unclear and should be investigated by 
cognitive science and organisation science. Continuous observation of employees 
allows to get an insight into their attitude and mindset and thus helps management 
anticipate fear, resistance or trends to leave the company. In other words, react 
accordingly and find solutions. If an online platform is used for this purpose, a good idea 
is to let someone moderate it. This main code has a connection to the main code 7 - 
“communication concept” - and especially to the sub-codes 7.5 and 7.7. It is strongly 
recommended to use modern communication media. If (only) traditional media are used, 
employees might create their own platform or use Facebook or Linked-In. The question 
is if employees will use the provided platform and not the one with general access. Maybe 
it is necessary to provide a “USP” (unique selling point) for the users, for instance, 
moderation by an experienced employee who can give insights and recommendations, 
as specified in the sub-code 7.7 “introduction of an exchange platform for employees”. 
 
5.1.11 Provide a mentoring programme for transition 
Getting familiar with the new company's culture, new tasks and routines require some 
time. In the transition phase introduction into the culture and processes of a new 
company is particularly important for the employees. The information should be given in 
a group or in personal information meetings rather than in written form. A mentoring 
programme during the transition phase is seen as very important and helpful. Contact 
should be face to face and not via helpdesk. To make a mentoring programme 
successful, the statement of sub-code 9.5, that engagement from both sides is required 
seems to be valid here as well. 
 
5.1.12 Taking into account indirectly affected employees 
Strain caused by outsourcing seems to depend on personality and possibly also on the 
country culture of the involved employees. Some persons focus on their own trouble, 
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while others are affected by the concerns of their colleagues and as a result are 
additionally stressed. No common trend seems to exist. The effect of an indirect impact 
is very individual. 
 
5.2 Connections between the codes  
Following the approach of chapter 3, the identified eleven main codes were categorised 
into three major codes under a common headline. The aim was to display overlaps 
between the aspects that would help formulate suggestions how to approach the affected 
employees in an outsourcing project. Furthermore, this categorisation leads to four key 
words that summarise the results of the empirical analysis. Even if some of the sub-
codes or main codes might be classifiable to several major codes, the entire code was 
allocated to the major code that is representing the predominant subject of the code. The 
background for that is simplification and the assumption, that the major codes would not 
be different, if the allocation would be done with multiple allocations. 
 
The first connections of main codes are summarised under the topic “credibility of the 
managers”. According to the respondents, honouring the employees and their 
performance is crucial for not losing them at the beginning. If information is not accurate 
and reliable and if inputs and questions are not followed up on, employees feel they are 
not taken seriously, and they will not believe any further statements of the management. 
The need to avoid rumours and uncertainty can be allocated to the codes “credibility” or 
“communication” as well. Allocation to “credibility” emphasises the need to provide 
reliable information as soon as possible because denying rumours that have already 
spread may heavily damage the credibility of managers. Additionally, there is a strong 
link to the communication concept, especially to the code 7.1 - “early involvement of 
employees”. Furthermore, the main code “participation of employees in implementation” 
is allocated to this major code because the possibility to participate and design the 
implementation of a project can support credibility of managers in their search for the 
best solution for both the company and the employees. The second major code concerns 
communication seen from various viewpoints. First, this is the communication concept 
itself. Two other main codes are strongly connected to the concept “communication” and 
include recommendations regarding the required content of information, especially in the 
unfreezing phase. These codes are main code 4 - “clear statements regarding 
opportunities and impacts” and main code 5 - “adequate announcement and justification 
with evidence”. A further main code contains ideas on how managers can adjust their 
communication concept. This is the main code 10 - “observance and action”. The third 
major code includes all aspects regarding individual support for the employees during 
the project and connects two main codes. The first one treats support during the change 
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phase - “individual support to manage consequences of change” (main code 9), and the 
second one is about “mentoring programme for the transition period” (main code 11). 
Searching for a suitable title that would unite these three themes, there was one word 
used a lot in the interviews and single statements. The word is “trust”, namely, trust in 
management seen from the perspective of employees. Some of the sub-codes and main 
codes lead to trust in management, while some of them require trust to make them work. 
Table 5.1 and figure 5.2 illustrate how the main codes are grouped into three major 
codes. 
 
 
 
Table 5.1: Allocation of main codes to overarching major codes 
 
 
No Main code Credibility Communication
Individual 
support
1 Appreciation of performance until now
X
2
Competent and reliable information and 
promises X
3 Follow-up of raised questions and inputs
X
4
Clear statements regarding opportunities 
and negative impacts X
5
Adequate announcement and justification 
with evidence X
6 Avoidance of uncertainty and rumors
X
7 Communication concept
X
8
Participation of employees in 
implementation X
9
Individual support to manage consequences 
of chnage X
10 Observation and action
X
11 Mentoring program for the transition period
X
Trust
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Figure 5.2: Illustration of main codes grouped into overarching major codes 
 
5.3 Relevance of the aspects for the respondents 
In this part of the analysis the emphasis interviewees put onto different issues was 
analysed, whereby expressions ranging from “not important” to “crucial” were considered 
and categorised; in addition, the time respondents took for commenting certain issues 
was evaluated. The second criterion was the number of respondents who gave a strong 
statement on a certain topic. The summary of all indications led to a qualitative evaluation 
of the relevance of each sub-code. In the subsequent figures, the results of the 
evaluations are illustrated on a major code level. The thickness of the line to each code 
gives an indication of its relevance: the thicker the line the more weight is attached to the 
issue. As this study cannot provide quantitative evidence, the classification of the 
evaluation has simplified three levels reflected in the thickness of the lines: minor, mid 
and major important to the employees. 
 
Within the major code ”credibility”, the most accentuated aspects was the code 6.1 
“avoidance of uncertainty and rumours”, along with sub-code 2.1 “reliable information 
and sustainable statements”. Both aspects are indeed closely connected. Six 
interviewees rated both aspects as very important, which underlines the connection. With 
the same importance resulted the sub-code 1.1 - “appreciate performance of employees 
7
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6
4
9
11
8
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2
Trust
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until now”. The code 8.1 - “participation of employees”, was discussed intensively and 
got finally a rating of “mid”. 
 
 
Figure 5.3: Relevance of issues on the sub-code level within major code „credibility“ 
 
As only one interviewee raised the topic “input of the employees should be considered” 
(sub-code 3.2), its relevance was evaluated as rather minor. Nevertheless, there is 
content link to the sub-code 8.1 - “participation”, which was highlighted as important for 
employees. The figure 5.3 gives an overview of the relevance of different aspects within 
the major code. 
 
Most sub-codes are allocated to the major code “communication”. The most highlighted 
aspect with the communication is sub-code 7.5 - “dialogue with opportunity for 
discussion”. Obviously, employees wish to have interaction rather than one-way 
communication. The high evaluation score of several sub-codes that contain active bi-
directional interactions, as for instance the main code 11 or the sub-codes, 9.5, 9.3, 9.1, 
8.1, 8.2 and 7.7, confirm this hypothesis. Furthermore, the interviewees see the three 
sub-codes that concern the explanation of the need to implement outsourcing and the 
consequences for the employees as very important. These are the sub-code 5.3 - 
“explanation and justification of the outsourcing requirement with evidence”, the sub-
code 5.2 - “commitment of middle managers as stakeholders about the change” and the 
sub-code 4.1 - “clear explanation of consequences for the employees”. Thereby, 
1.1 Appreciate performance
of employees until now
1.2 Conflicts with the
existing company values
2.1 Reliable information and
sustainable statements
2.2 Accurate information
and binding promises
8.3 Freedom of action
8.2 Participation of
stakeholders
8.1 Participation of
employees
6.1 Avoidance of
uncertainty and rumours
3.2 Consideration of
employees‘ input
3.1 Follow-up to raised
questions
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according to eight respondents, managers should particularly consider the “impact of 
age and job tenure” on the employees affected by outsourcing (sub-code 4.4). Although 
the sub-code 7.9 - “communication seen from employees’ perspective” - is considered 
to be minor (only one respondent raised the topic), this aspect might support the sub-
code 5.7 - “use of arguments, that can be understood by the employees” (5.7). Despite 
Hartmann’s theory that awareness is no matter of spontaneity (Schneider, 1998), only 
one respondent emphasised that aspect. Presumably, since employees are mainly 
interested in managing their personal circumstances, the sub-codes 5.5 - 
“announcement of a sustainable target”, and 5.8 - “acknowledgement for reaching 
milestones”, seem to be of minor relevance. Figure 5.4 gives an overview of the 
respective levels of relevance. 
 
 
Figure 5.4: Relevance on the sub-code level within the major code „communication“  
 
The major code “individual support” contains six codes that are assessed as highly 
relevant. This is the entire main code 11 - “mentoring programme for the transition 
period” and especially sub-code 11.1, “introduction to the environment, processes and 
culture of the new company” and all sub-codes of the main code 9, except “9.2, 
information about new jobs, company culture and work environment”, that is rated as 
”mid”. The major ones are the “individual support to manage consequences of change”, 
which include “possibilities for individual support” (sub-code 9.3) and “selection of 
supporting person” (sub-code 9.4). The latter highlights the importance of the person in 
4.1 Clear explanation of
consequences for the
employees
4.4 Impact of age and job tenure
4.3 Information about possible
alternatives for employees
5.1 Adequate and formal 
announcement of change
5.8 Acknowledgement for
reaching milestones
5.7 Use of arguments
that can be understood
by the employees
5.5 Announcement of
a sustainable target
5.4 Announcement of a 
detailed realisation plan
5.3 Explanation and
justification of outsourcing
requirement with facts and
arguments
5.2 Commitment of middle
managers as stakeholders
about the change
7.8 Communication 
outside the organisation
7.9 Communication seen
from employees‘ 
perspective
10.1 Sufficient time for
employees to react
10.2 Observance of
attitudes among employees
and appropriate action
7.5 Dialogue with
opportunity for discussion
7.7 Introduction of an 
exchange platform for
employees
7.4 Continuous flow of
information about the change
process and progress
7.3 Direct and trustful
contact with management
7.2 Announcement by
senior management 7.1 Early involvement
of employees
4.2 Impact on social environment
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charge. Within this major code, five interviewees evaluated both main codes (9 and 11) 
as at least very important, which gives evidence on the apparent connection between 
these two codes. This fact underlines the relevancy of individual support before and 
during the transition. The individual support seems to be essential for both groups of 
employees: for those who keep their job and those who have to search for an alternative 
solution. Figure 5.5 illustrates the evaluation within the major code. 
 
 
Figure 5.5: Relevance on the sub-code level within major code „individual support“ 
 
5.4 Summary 
This chapter has processed the findings presented previously for analysis purposes. 
While data collection occurred at the sub-code level, the analytic interpretation is 
arrested with the main codes, combining inputs into statements relating specifically to 
the influencing factors of outsourcing. The eleven influencing factors, which correspond 
to the main codes, were grouped pragmatically into three overarching themes that are 
all related to trust: credibility, communication and individual support. A further important 
part of the analysis has been to regroup the more specific sub-codes according to these 
three broad themes. In addition, the importance attributed to the sub-codes as leavers 
for contributing to outsourcing success from the employees’ perspective, were labelled 
according to the level of importance attributed by respondents: 
 
1. Credibility: To instill trust through credibility, it is especially important to avoid 
rumours and other sources of uncertainty and instead provide the employees 
reliable and consistent information. Furthermore, the credibility in outsourcing 
9.1 Individual discussions
about consequences and
solutions
9.2 Information about new
jobs, company culture and
work environment
9.3 Possibilities for individual 
support
9.4 Selection of supporting
person
11.2 Mentoring during
the transition phase
11.1 Introduction to the
environment, processes
and culture of the new
company
9.5 Commitment to the
search of individual 
solutions from both sides
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process improves when the past performance of employees is explicitly 
honoured. 
 
2. Communication: Effective communication requires a broad activity that draw on 
around twenty facilitating factors, especially the opportunity for a discussion 
dialogue, an understandable justification for the need of outsourcing, paired with 
the clear exclamation of the resulting consequences of employees, especially the 
significance of age and job tenure for the outsourcing decision. 
 
3. Individual support: A handful of particularly factors were identified: The general 
possibility for individual support, especially including the possibility of mentoring 
during the transition phase, careful selected supporting person, an introduction 
to the environment, processes and culture of the new company. 
 
In line with the contemporary discussion of research quality in interpretivist studies, 
the notions of research ability and reliability have been addressed accordingly. The 
research study undertaken can claim a high level of validity, albeit a lower level of 
reliability, as it is not untypical for such a kind of methodological choice. 
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6 Discussion 
This discussion chapter summarises the results of the comparison between the literature 
and the analysis of the interview findings in order to provide a contribution to the body of 
knowledge for both theory and professional practice. For that purpose, the analysis 
presented in the previous chapter is referred to relevant literature before being 
transformed into a suggestive model aimed at the practitioner.  
 
6.1 Contribution to theory 
Comparing the results of the empirical study with the findings of the literature review, 
several elements arose empirically that were not yet captured in the reviewed body of 
literature. The remainder of this section clarifies to what extent influencing factors of 
effective change and outsourcing management from the literature were refined 
empirically. Generally, the results do not indicate that positive or negative evaluation of 
the outsourcing experience by the respondents reveals any pattern that would be specific 
for a particular industry sector, certain age group or hierarchy level with only one 
exception: not surprisingly, singles have less problems with social impact of outsourcing 
or relocation compared to employees with families. Interestingly, some respondents who 
had to accept a reduction of salary had an overall positive experience. It indicates that 
impact even on the basic needs, according to Maslow (1943), can be influenced 
positively. It can be concluded that overall positive or negative experience is mainly 
triggered by the outsourcing maturity of the organisation and on how it deals with the 
situation.  
 
6.1.1 Similarities and differences between the literature and the results of the 
empirical investigation 
While the general influencing factors known from change management have served as 
inputs to the empirical research design, the execution of the same has yielded an 
outsourcing-specific refinement of these influencing factors. To identify similarities and 
differences between the existing literature and the outsourcing study undertaken, the 
coding of interviews serves as the basis for comparison with literature review results 
(chapter 4, figures 4.2 and 4.3). Figure 6.1 illustrates the discussion procedure applied 
for each code, table 6.1 gives an overview of the similarities and differences between 
the literature and the results of the empirical investigation. 
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Figure 6.1: Procedure for each code to identify the contribution to theory 
 
For each of the major codes, the comparison to existing literature generally yields diverse 
results: For some influencing factors there is similarity, whereas for other influencing 
factors documented in the literature there is no corresponding evidence or even 
contradiction. The main points for each major code are summarised below. 
 
For the major code “credibility” (figure 5.3) recognition of individuals and their 
performance has been identified as a very important factor empirically; in literature, this 
aspect is mentioned as well, but rather generally as a recommendation to express the 
value of the workforce (Brooks, 2006) and not as a crucial element preventing credibility 
loss. Accordingly, employees facing outsourcing seem to be much more sensitive 
regarding the assessment of their performance than in other change projects within an 
organisation. A further element of credibility is the quality of the information provided in 
outsourcing situations. Here the empirical results are consistent with existing literature: 
honest, open, and continuous communication should take place throughout the 
outsourcing process (Elmuti, 2010; Schillen & Steinke, 2011). In addition, the 
respondents underlined the importance of the sustained nature of provided statements. 
There is a conformity as well between the literature and the empirical results regarding 
the attention to be paid to the follow-up of the raised fears and questions (Ning & Jing, 
2012; Rosenstil & Comelli, 2009; Doppler & Lauterburg, 2000; Kotter, 1995; Dibella, 
2007; Balogun & Johnson, 2004; Baltz, 1976; Koch, 2004). One can confirm from 
literature (Schumpeter, 1993; Miebach, 2007; Kotthoff & Wagner, 2008; Schein, 2009) 
and from the respondents’ comments alike the importance of taking questions and input 
seriously. Moreover, the respondents attributed high relevance to communication in the 
form of a dialogue (Zimmermann & Ravishankar, 2016; Deekeling & Arndt, 2006; Lauer, 
2010) (sub-code 7.5). The issue of uncertainty and rumours has so far received only 
limited attention with only few mentions for radical change settings, such as in 
Barthélemy (2003). According to the findings of the empirical study, however, the issues 
Change management
literature
Outsourcing 
literature
Interview 
findings
Simularities, differences
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of rumours and uncertainty are among the most essential ones. To deny rumours going 
around is difficult; furthermore, rumours cause fears and concerns and have a negative 
impact on the credibility of managers. The importance of employee and, more generally, 
stakeholder participation in a change process is underlined by many scholars from 
several perspectives, for instance by Durisic-Bojanovic (2015), Ertürk (2008), Doppler et 
al. (2002), Mast (2010), Devos et al. (2001) or Wanous et al. (2000). Compared to the 
existing literature, the respondents in the empirical study confirmed the value of 
participation in the implementation phase, but none of interviewees expected 
participation in the decision phase, as demanded by Elmuti (2010). The results 
concerning freedom of action (Rosenstil & Comelli, 2009; North, 2005; Zeise; 2008; Eyer 
& Haussmann, 2003) match between literature and empirical findings of this thesis, 
however. 
 
The second major code deals with “communication” (see figure 5.4). Within this code, 
one focus is on transparency regarding positive and negative consequences of change 
for the employees - this has turned out to be a very important topic in both in the literature 
on change (Shum et al., 2008; Ning & Jing, 2012; Choi, 2011; Deekeling & Barghop, 
2003; Mast, 2010; Schick, 2004; Koch, 2004) and in the empirical study. To be able to 
support a change initiative, employees generally need to see positive personal 
prospects, and specifically in terms of their future career paths. This observation links 
into the X-value expectation models of Eccles and Wigfield (2002) or Dannemiller and 
Tyson (Doppler et al., 2002). The interviewees added that they expect to receive possible 
alternative offers if they do not want to join the transition. One aspect that was missing 
in the literature but that was emphasised by the respondents concerns the treatment of 
age and job tenure of the affected employees. This topic seems to have been 
underestimated so far, particularly in the context of such radical changes as represented 
by outsourcing. Adequate announcement of an outsourcing measure and justification 
with facts was a central issue in both the literature and the undertaken study. However, 
in the published works the focus is on the explanation of the company's vision and its 
congruence with the change initiative (Kansal & Chandani, 2014; Shum et al., 2008; 
Bartélemy, 2003; Kotter, 1998; Parish et al., 2008; Durisic-Bojanovic, 2015), whereas in 
the empirical investigation, the company's vision and the derived demand for the 
outsourcing were no topics at all. Nonetheless, employees would like to understand the 
necessity of the measure. Regarding the need of justification, the literature (Meng-Chu 
& Meng-Hsiu, 2015; Schein, 1992; Deekeling & Barghop, 2003; Miebach, 2007; Mast, 
2010; Rhodes, 1997; Schick, 2004; Koch, 2004, North, 2005) and the empirical findings 
clearly converge. Hence it can be concluded that if employees are affected by 
outsourcing, they seem to be interested in the justification of the measure and its 
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consequences rather than in the underlying vision. The required communication and 
justification have to be done with arguments, facts and figures that can be understood 
by the affected employees. Both the literature and the study confirm this statement.  
 
An aspect emphasised in the discussion of the eight-stage model of Kotter is the role of 
middle managers. In the interviews, the respondents confirmed that middle managers 
play an important role as a link between management and employees. Employees wish 
to have direct and trustful contact to their management. In terms of goal setting, the 
findings from the literature review concur with those from the empirical investigation: the 
goal of outsourcing has to be clear and be announced directly by the senior management 
(Wolff, 2010). According to the empirical findings in this thesis, the measurability of the 
outsourcing goals has, in contrast to the literature (Elmuti, 2003; Woolsey-Biggart, 1977; 
Einwiller et al., 2008; Hummel & Zander, 2002), no importance. Concerning the 
implementation, the literature and the study findings converge as both claim the 
illustration of the required main steps to achieve the target (North, 2005; Hummel & 
Zander, 2002; Kotter, 1995; Schön & Petz, 2006). Celebration of the achieved milestones 
or received gains (Kotter, 1996; Weick, 1984; Kotthoff & Wagner, 2008) is an ambivalent 
issue and depends on the kind of change. As already discussed in the previous section, 
the decision whether it is helpful or counterproductive should be taken depending on 
each particular case. The early involvement of affected employees (Kotter, 1995; Dibella, 
2007; Balogun & Johnson, 2004; Baltz, 1976; Ptak & Noel, 1998; Koch, 2004; Kansal & 
Chandani, 2014) has the same importance in the literature and in the performed study. 
Nevertheless, the definition of “early” or “adequate in time” remains unclear in both 
sources. Direct and open communication in a dialogue (Zimmermann & Ravishankar, 
2016; Lauer, 2010; Deekeling & Arndt, 2006; Mast, 2008) is crucial to encounter and 
refute rumours, avoid misinterpretation of information and statements, enable feedback 
and discussion to build up confidence in the management. The need to have direct 
communication in a dialogue was one of the most emphasised aspects within the 
empirical study – and confirmed by the assertions in the existing literature. Differences 
between the literature and the study, however, exist regarding the continuous information 
about the change process and progress. The literature underlines the importance of 
repeating key messages (Deekeling & Barghop, 2003; Mast, 2010; Kotter, 1996) and the 
achieved milestones. Repeating key messages might be more important for a new vision 
or strategy (see previous section) than for the purpose of outsourcing. Presentation of a 
new vision might be a significant gain for the company; however, for employees who will 
not be a part of the vision and strategy anymore, it might rather lead to frustration. 
Employees appreciate continuous information about the progress of change (Elmuti et 
al., 2010; Schillen & Steinke, 2011; Shum et al., 2008; Wanberg & Banas, 2000; Stanley 
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et al., 2005), possibilities for individual support (Huws, 2012; Ming-Chu & Meng-Hsiu, 
2015) at collective and individual levels, on various technical and administrative topics. 
A solution to give employees an opportunity for an exchange via modern media has two 
aims. Firstly, according to literature, it helps management to perceive the attitude and 
behaviour of the employees and react accordingly (Long et al., 2013; Balogun & 
Johnson, 2004; Ozdemir et al., 2016; Steinmann & Schreyögg, 1997; Steinkelnner, 
2007). Secondly, it gives employees an opportunity to help each other and share 
experiences. In addition to evidence found in literature, respondents of this study indicate 
that the management should try to take the perspective of employees and approach them 
on a level of conversation they can understand. This is particularly important when blue-
collar workers are involved. 
 
 
 
Table 6.1: Overview of influencing factors for outsourcing settings 
 
4.1 Clear explanation of conse-
quences for the employees
Minor importance Medium importance Major importance
4.2 Impact on social environment
4.3 Information about possiblealternatives 
for employees
4.4 Impact of age and job tenure
5.1 Adequate and formal announcement
of change
5.2 Commitment of middle
managers as stakeholders
about the change
5.3 Explanation and justification
of outsourcing requirement with
facts and arguments
5.4 Announcement of a detailed
realisation plan
5.5 Announcement of a 
sustainable target
5.7 Use of arguments that can be
understood by the employees
5.8 Acknowledgement
for reaching milestones
7.1 Early involvement of employees
7.2 Announcement by senior management
7.3 Direct and trustful contact with
management
7.4 Continuous flow of information
about the change process and progress
7.5 Dialogue with opportunity
for discussion
7.7 Introductionof an exchange platform
for employees
7.8 Communication 
outside the organisation
7.9 Communication 
seen from employees‘ 
perspective
10.1 Sufficient time for
employees to react
10.2 Observance of attitudes among
employees and appropriate action
1.1 Appreciate performance of
employeesuntil now
1.2 Conflicts with the existing company
values
2.1, 2.2 Reliable information
and sustainable statements
and promises
3.1 Follow-up to raised questions
3.2 Considerationof
employees‘ input
6.1 Avoidance of uncertainty and
rumours
8.1 Participation of employees
8.2 Participation of stakeholders
8.3 Freedom of action
9.1 Individual discussions about
consequences and solutions
9.2 Information about new jobs, company
culture and work environment
9.3 Possibilities for individual 
support
9.4 Selectionof supporting person
9.5 Commitment to the search of
individual solutions from both sides
11.1 Introduction to the
environment, processes and
culture of the new company
11.2 Mentoring during the
transition phase
Legend
Known from the literature
Known as generic aspect
New
Not important or
even critical
Participation in decision
making
Celebrationof small
wins and achieved
milestones
Explanation of the new
company vision
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The third major code that deals with “individual support” (figure 5.5) overall shows 
difference between the literature and the study results. The literature focus is on change 
within a company rather than on outsourcing to a third party. There is agreement on the 
fact that individual support should be provided; however, the views on the type of support 
clearly diverge. In the literature, there is demand for support to strengthen the resources 
and skills of the employees and provide training in order to boost their skills and ability 
to perform new tasks (Choi, 2011; Shin et al., 2012). According to the respondents, the 
focus should rather be on information about job opportunities, alternatives, environment, 
new company culture and search for individual solutions up to finding a new post-
outsourcing job after being dismissed. According to the results of the study, 
individualised support is crucial for the acceptance and support of the outsourcing by the 
employees. This key finding confirms the according view of Alvi et al. (2014). However, 
the commitment to search and accept solutions has to be provided by both the company 
and the individual. This aspect appears to be much more emphasised by the 
respondents than in the literature. Therefore, supporting persons have to be chosen 
carefully. A special kind of individual support, a mentoring programme, was welcomed 
and highly recommended by the respondents; in the existing literature, this issue has not 
been covered. In the view of some of the respondents, such a mentoring programme, 
should last much longer than the actual transition. 
 
Finally, the most important contribution to theory from this section is to provide mentoring 
for the transition phase to give the employees guidance with regard to the new company 
culture, processes and environment. The emphasised individual support for the 
employees became considerably more detailed as the research identified five sub-
elements, which are describing the required support. An important aspect that arose 
thereby is to consider the age and the job tenure of the employees. Furthermore, 
introducing an exchange platform using new media can help to perceive the attitudes of 
the employees. 
 
6.1.2 Adaption of Kotter’s eight-stage-process for major change to outsourcing 
For decades, two models have been applied to design and manage change in 
organisations. One of them – the “three-phase-model” of Kurt Lewin (1947) - dates back 
to ‘50ies and remains functional until today (Paun, 2014). Another model - John Kotter’s 
“eight-stage-process of creating major change” (1996) - is one of the most widely 
recognised approaches to organisational transformation (Pollack & Pollack, 2014; Mento 
et al., 2012) and is referring to the model of Kurt Lewin. These “models represent a 
special importance for the organisation, as they detail the steps that have to be taken for 
the success of a change” (Paun, 2014, p. 14). There is a close connection between these 
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two models. The first four stages of Kotter’s model focus on the “unfreeze” process 
according to Lewin’s model: steps five to seven concern the transformation process 
aimed at achieving change, and the final step is based on the freezing phase and 
anchoring the changes in the organisation (Paun, 2014; Kotter, 1996). Although Kotter 
understands his model as a “summary of the steps producing successful change of any 
magnitude in organisations” (Kotter, 1996, p. 20), some scholars point out that the model 
is not applicable to all kinds of change (Ansari & Bell, 2009; Pollack & Pollack, 2014; 
Appelbaum et al., 2012; Paun, 2014). However, some researchers criticise Kotter’s 
approach for not being “general enough” (Ansari & Bell, 2009, p. 157), whereas another 
scholar complains that it is “not sufficiently detailed to guide change management in all 
situations” (Appelbaum et al., 2012, p. 775). Finally, according to Paun (2014, p. 14), it 
is “important to adapt the change model to the desired change”. In their reference study 
Ansari and Bell (2009) came to the same conclusion. In the following sections, the 
recommended adaptions for an outsourcing project based on the results of the empirical 
study are described for all eight steps. Figure 6.2 illustrates the connection between the 
models of Lewin and Kotter and the recommended adaptions.  
 
In this section, all citations that are not marked otherwise refer to “Leading Change” by 
John Kotter (1996). “Establishing a sense of urgency is crucial to gain needed 
cooperation” (p. 36) is the basis independent from the kind of the desired change (stage 
one). By analysing business requirements and preparing the arguments to support the 
need of change, it is recommended to analyse and describe both the alternatives and 
the consequences of outsourcing based on the study results. To present them in stage 
four can help to convince employees about the urgency and show that the management 
is ready to search for the best solution. There is further similarity between the model and 
the study findings that “the middle or lower-level managers, who are in charge of the unit, 
are the key players” in the process (p. 46). This was confirmed by several respondents 
who additionally stressed that these managers have the most challenging task in this 
kind of change process. Accordingly, being part of the “guiding coalition” the latter have 
to be convinced about the need, the target and the process. Kotter emphasises that 
“perhaps 75% of management overall, and virtually all of the top executives need to 
believe that the change is absolutely necessary” (p. 47). Without this engagement, this 
kind of radical change has a very low chance to be successful. 
 
Introducing stage two, Kotter emphasises that “a strong guiding coalition is always 
needed, with the right composition, level of trust and shared objective” (p. 52). As the 
results of this study demonstrate, trust in and credibility of the management are pre-
conditions of a successful outsourcing. Kotter underlines that “regardless of the process 
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used, one component is necessary: trust. When trust is present, you will usually be able 
to create teamwork. When it’s missing, you will not” (p. 61). This statement converges 
with the results of the finding analysis given in chapter 5. With regard to the “common 
goal” (p. 65), there might be some specific circumstances in an outsourcing project. To 
lead the unit as part of the guiding coalition, middle-managers are needed. Often it is the 
case that these managers are affected by the outsourcing as well: they may change the 
area of responsibility; they may leave the company or lose the job. Taking this into 
account, the “common goal” should include not only business targets but also a 
perspective for all employees affected, including managers. If this is a part of the 
common goal, this will have a positive effect on the motivation of the staff. 
 
Stage three in the process is about developing a vision and strategy. According to the 
findings of this study, the affected employees have more concerns about the 
consequences for them personally and their own job prospects than about the vision and 
targets of the company. This kind of feedback was given by the respondents who 
experienced an outsourcing to a third party. It might be different in case of an internal 
outsourcing when corporate vision and strategy are more relevant to the staff. According 
to Kotter, to signal the “direction of change” (p. 69) is very important in order to avoid that 
the remaining employees “disagree on direction, or are confused, or wonder whether 
significant change is necessary”. With regard to the vision there is a highly relevant 
aspect, namely, “necessary sacrifices, that will yield to personal satisfaction” (p. 70). This 
aspect has to be clearly elaborated and in stage four communicated to employees who 
might face very negative consequences. 
 
Stage four in the change process is about communication of the vision of change. Kotter 
criticises that “managers undercommunicate, and often by a not small amount” (p. 85). 
Respondents in this study emphasised that communication is a major issue in an 
outsourcing process. The summary of both statements accentuates the need of intensive 
communication between the managers in charge and the employees in such a radical 
change as outsourcing. However, Kotter talks almost exclusively about the vision and 
opportunities for the company performance, and not about consequences and 
alternatives for the employees, which might be dramatic for them personally. In such 
situation employees focus on their individual consequences rather than on the 
opportunities of the company which they are likely to leave. Kotter points out that it is 
important to articulate the vision and strategy of the company as often as possible (“use 
every vehicle possible”). The findings indicate that it may lower the level of employees’ 
motivation if the vision for the “old” company is repeated very often, particularly in case 
of an outsourcing to a third party. Staff might feel frustrated knowing that they will not be 
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a part of a new company but are going to “be sold”, and the performance they deliver 
might be negatively impacted, too. Definitely, the respondents in the study confirmed the 
validity of Lewin’s statements regarding rumours that might occur in that phase. They 
agree that avoidance of rumours creates clarity for the staff. Furthermore, the senior 
management who met decision on outsourcing in steps one to three should announce 
these decisions to the employees and give good reasons behind. This announcement 
should be conducted in a form of a dialogue as the “two-way communication is always 
much more powerful than on-way communication” (p. 90).  
 
 
 
Figure 6.2.1: Adaption of the established model from Kotter to outsourcing (step one – 
four) 
 
Kurt Lewin (1947): 
Three-phase model 
of change
1 Establishing a sense of urgency
● Examining the market and competitive realities
●
Identifying and discussing crises, potential crises, 
or major opportunities
2 Creating the guiding coalition
●
Putting together a group with enough power to 
lead the change
● Getting the group to work together like a team
3 Developing a vision and strategy
● Creating a vision to help direct the change effort
● Developing strategies for achieving that vision
4 Communicating the change vision
Enlarge: Communicating the 
change vision, change requirement 
and consequences
●
Using every vehicle possible to constantly 
communicate the new vision and strategies
●
Replace by: Avoiding rumours and giving clarity 
about the vision of the company as well as 
perspectives, opportunities, consequences and 
alternatives for the employees
●
Add: Announcment of the outsourcing by the 
senior management in a dialogue
● Add: Appreciate the performance until now
●
Having the guiding coalition role model the 
behaviour expected of employees
John P. Kotter (1996): 
Eight-stage process of creating 
major change Adaption to specifically outsourcing
Unfreeze
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Figure 6.2.2: Adaption of the established model from Kotter to outsourcing (step five – 
eight) 
 
Kotter’s statements are conform with the remarks made by the respondents in our study. 
Both underline that “two-way discussions are an essential method of helping people to 
answer all the questions that occur to them in a transformation effort” (p. 99). 
Management should provide, or at least announce, possibilities for individual support to 
the employees. In the first phase one of the most important issues for employees is to 
receive recognition of them as persons and the work they do. 
 
Kotter’s introduction of stage five hits the point of the main topic in that project phase. He 
states that “even when urgency is high, the guiding coalition has created an appropriate 
vision, and the vision [and consequences] has been communicated, numerous obstacles 
can still stop employees from creating needed change” (p. 102). Exactly these obstacles 
5 Empowering broad-based action
● Getting rid of obstacles
●
Add: Creating an effectice operational and 
emotional basis between the management and 
employees
●
Add: Support individuals to manage change 
consequences and find individual solutions
●
Changing systems or structures that undermine 
the change vision
●
Encouraging risk taking and nontraditional ideas, 
activities, and actions
6 Generating short-term wins
Case to case (depending on the level of 
impact to the employees): Generating short-
termin wins
●
Planning for visible improvements in performance, 
or "wins"
●
Replace by: Planning for visible indicators for 
successful transition
● Creating those wins
●
Visibly recognising and rewarding people who 
made the wins possible
7
Consolidating gains and 
producing more change
Replace by: Demonstrating 
successful transformation as basis 
for more change
●
Using increased credibility to change all systems, 
structures, and policies that don't fit together and 
don't fit in the transformation vision
● Add: Verifying win-win result to gain credibility
●
Hiring, promoting, and developing people who can 
implement the change vision
●
Reinvigorating the process with new projects, 
themes, and change agents
Change
8
Anchoring new approaches in the 
culture
Change: Anchoring new 
approaches and the culture
●
Creating better performance through customer- 
and productivity-oriented behaviour, more and 
better leadership, and more effective 
management
●
Replace by: Actively introducing into the new 
company culture and give guidance to become 
a part of the new organisation
●
Add: Introducing in the new environment, 
processes and approaches of the new 
company
●
Articulating the connections between new 
behaviours and organisational success
●
Developing means to ensure leadership 
development and succession
●
Add: Providing a mentoring program as active 
support
Refreeze
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are the main topic for the employees in an outsourcing project. According to Kotter, the 
main obstacles are “structures, skills, system and supervisors” (p. 102). In outsourcing 
particularly, there might be some more issues that cause employees’ concern: for 
instance, change in their social or private environment, salary cut, move to a new position 
or even loss of a job. The study confirms that “the best solution for this kind of problem 
is usually honest dialogue” (p. 114). The aim is to achieve an effective operational and 
emotional basis between the management and the employees and to gain trust in the 
guiding coalition. Pre-condition is the engagement of both sides - the company and the 
employees. The study demonstrates that open and honest communication and dialogue 
are key pre-conditions, too. At this stage, Kotter suggests trainings for the employees to 
boost their skills and morale. However, guidance and additional training are also 
necessary to help the staff adapt to new processes, responsibilities and administrative 
workflow in a new company. Depending on the type of outsourcing, such trainings might 
be provided by the vendor. 
 
Kotter puts a lot of emphasis on stage six and gives the following example: “by putting 
almost no emphasis on short-term results, [the CEO] did not built the credibility he 
needed to sustain his efforts over the long haul” (p. 119). He adds that “they [the 
employees] want to see clear data indicating that the changes are working” (p. 119); 
“creating those wins also provide the guiding coalition with concrete feedback about the 
validity of their vision” (p. 121). Specifically in outsourcing, the design of this stage should 
be discussed separately in each case, as well as the possibility to skip it altogether. 
Those indicators, showing successful outsourcing, might lead mainly to frustration and 
resignation, as the consequence for the employees are mainly negative. Maybe an entire 
department is going to lose their jobs or employees have other major negative 
consequences. For the company, the project might be highly effective concerning 
performance, agility or customer focus. But for the affected employees it is not necessary 
the case. Nevertheless, a possible indication to show successful outsourcing and 
transformation might be the number of employees, for whom the guiding coalition in 
cooperation with the employees found an individual perspective and solution. This would 
help to strengthen the guiding coalition, help the company to achieve the project target 
and help employees to believe in good prospects.  
 
The next stage seven is about continuous change. Outsourcing is an extreme kind of 
radical change. A guiding coalition will gain credibility and trust if all participants are able 
to demonstrate that they can achieve the company targets as contribution to the new 
vision and along with that support the affected staff by presenting an outlook for them 
personally after the transition or change even if people are going to lose their jobs. Kotter 
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recommends to “use the credibility afforded by short-term wins to tackle additional and 
bigger projects” (p. 143); however, he underlines that “whenever you let up before the 
job is done, critical momentum can be lost and regression may follow” (p. 133). The 
results of this study confirm this view: according to our results, the intensive support to 
help employees managing their individual consequences should not be reduced until 
solutions for all employees are found. The verification of a win-win result will support 
credibility of the management and the guiding coalition and demonstrate that they are 
able to handle even critical and challenging changes. 
 
With regard to the last stage, Kotter comments on the need to change approaches and 
anchor them in an adjusted company culture. He underlines that “shared values, which 
are less apparent but more deeply integrated in the culture, are more difficult to change 
than norms of behaviour” (p. 148). He adds that “when new practices, made in a 
transformation effort, are not compatible with the relevant cultures, they will always be 
subject to regression” (p. 148). Both statements are even more relevant in case of 
outsourcing to a third party. Employees have to adapt to and, respectively, start to 
identify themselves with a new, and not just a modified, company culture and have to get 
used to new processes and approaches. Furthermore, the older the affected employees 
are and the higher their job tenure the more difficult is the change for them. The 
recommendation to provide “verbal instruction and support” in order to avoid that ”people 
are reluctant to admit the validity of new practices” (p. 157), is highly important for 
outsourcing since changes are considerably bigger compared to adaption within an 
existing culture. Referring to the findings of this study, employees wish to be actively 
introduced into the culture of a new company and into new processes, responsibilities 
and approaches. In addition, an experience-based discussion with trustful employees of 
the vendor might help reduce fears and increase confidence. Especially in case of 
outsourcing to a third party, employees appreciate a mentoring programme for the 
“newcomers” that should last long enough and extend beyond the transition phase. This 
active, trustful and individual support helps employees settle in the new company and 
start feel being a part of it. 
 
6.2 Contribution to practice 
The contribution to professional practice has two aspects: first, the study closes some 
gaps mentioned in the chapter 2, in particular regarding outsourcing. The thesis provides 
insights into the needs employees have in order to feel well-supported during a change 
project, in particular during outsourcing (Carter et al., 2013). In addition, it makes clear 
that stress leads to resistance and is driven by the uncertainty and ambiguity inherent in 
change (Ning & Jing, 2012). Furthermore, having adapted the change model by Kotter, 
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this study contributes to a “valid framework to successfully implement and manage 
change”, as requested by Todnem (2005). Following the recommendations formulated 
in this work organisations envisaging outsourcing will be able to conduct their respective 
projects more professionally than, according to Schillen and Steinke (2011), they 
currently do. And finally, this study gives a possibility to transfer its results to other kinds 
of change that might have comparable needs. The application of the thesis’ findings may 
also contribute to the reduction of the number of failed outsourcing projects or other 
radical change projects due to better understanding of the hurdles, concerns and needs 
of the affected employees. Thus, management can adjust their outsourcing strategy and 
process accordingly. Last but not least, employees should be seen as an important 
partner and part of the outsourcing process and not as a victim.  
 
The results of the thesis can be used in practice to develop a dedicated approach to the 
implementation of an outsourcing project, considering the kind of change and specific 
circumstances such as company cultures, impact on employees, market environment 
and alternative opportunities for the employees. This dedicated concept should be part 
of a dialogue and display a professional approach based on experience rather than be 
“experimental”. It should allow gaining credibility and trust through additionally 
considering problems and needs of the employees, and not only the targets of the 
company, illustrated by the vision. Finally, applying the recommendations formulated in 
the thesis may help reduce the number of employees who take a critical stand and 
possibly turn some of them into supporters or into positively thinking stakeholders. 
Practice shows that members of the workers’ council are much more cooperative in case 
of radical changes if they see that the management takes the needs of the employees 
into account and sets the goal to find solutions for both parties - the company and the 
employees. 
 
A starting point to develop such an approach might be the adapted eight-stage-process 
discussed in the previous section and the model of outsourcing. Those might help to 
investigate the specific case with the specific circumstances for the company as well as 
for the employees and to develop a dedicated approach step by step and phase by 
phase. Thereby, the results of chapter 6, analysis, should be considered for the detailed 
concept. The starting point for the project is the preparation for the decision, 
management involvement (guiding coalition) and implementation by applying the steps 
one to three of Kotter’s eight-stage process. The next step four is to approach the 
employees with substantial information from step one to three according to the adapted 
stage of “communication of the change vision, change requirement and consequences”. 
After that, the employees will need some time to evaluate their individual impact, 
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opportunities as well as risks and fears. Hence, the communication plan should envisage 
keeping the dialogue running instead of having just one event. By the time and 
dependent on the dimension of the consequences, the employees will have a perception 
and attitude about the outsourcing from their perspective. Within the adapted step five 
there are influencing factors, that aim to approach the entire group of affected employees 
or single individuals, for instance to ”encourage non-traditional ideas” as a group factor, 
respectively “to support individuals to manage change consequences” to treat single 
cases. 
 
 
 
Figure 6.3: Integration of the model of outsourcing and the adapted eight-stage-process 
for major change 
 
At the point to start the transition the step eight becomes highly relevant as the 
employees need a lot of support to anchor new culture and approaches of the new 
organisation. This step is expected to need up to a year and should therefore not be 
Outsourcing 
decision within
organisational 
development
Motivation 
due to
opportunities
Reservation 
due to risks
and fears
Direct impact
Indirect impact 
caused by affected 
colleagues
Company induced impact
Individual 
private and
living situation
Individual employee impact
Individual 
level of
motivation for
realisation
Group related
influence factors
Individual related
influence factors
Strengthening
of existing
motivation
Reduction of
fears
1
2
3
6
5
8
8 Change: Anchoring new approaches and the culture
●
Replace by: Actively introducing into the new company culture and give 
guidance to become a part of the new organisation
●
Add: Introducing in the new environment, processes and approaches of 
the new company
●
Articulating the connections between new behaviours and organisational 
success
● Developing means to ensure leadership development and succession
● Add: Providing a mentoring program as active support
1 Establishing a sense of urgency
● Examining the market and competitive realities
● Identifying and discussing crises, potential crises, or major opportunities
2 Creating the guiding coalition
● Putting together a group with enough power to lead the change
● Getting the group to work together like a team
3 Developing a vision and strategy
● Creating a vision to help direct the change effort
● Developing strategies for achieving that vision
4
6
Case to case (depending on the level of impact to the employees): 
Generating short-termin wins
● Replace by: Planning for visible indicators for successful transition
● Creating those wins
● Visibly recognising and rewarding people who made the wins possible
5 Empowering broad-based action
● Getting rid of obstacles
●
Creating an effectice operational and emotional basis between the management 
and employees
● Support individuals to manage change consequences and find individual solutions
● Changing systems or structures that undermine the change vision
● Encouraging risk taking and nontraditional ideas, activities, and actions
4 Communicating the change vision, change requirement and consequences
●
Avoiding rumors and giving clarity about the vision of the company as well as 
perspectives, opportunities, consequences and alternatives for the employees
● Announcment of the outsourcing by the senior management in a dialogue
● Appreciate the performance until now
● Having the guiding coalition role model the behaviour expected of employees
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underestimated. The step seven, “demonstrating successful transformation as basis for 
more change” is more an invest into the organisation to gain credibility and change 
maturity rather than supporting the particular outsourcing project. 
 
The developed approach for outsourcing might be used as well as basis for other kinds 
of change with comparable themes and outcome, for instance, for mergers or 
acquisitions when employees are expected to face comparable problems such as 
relocation, change of job, adjustment to new management and processes or new 
company culture. Since there are many mergers that are not as successful as expected 
from the perspective of integration, this topic can be focus of further research. 
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7 Conclusions 
Since outsourcing appears to be an extreme form of change that often bears far-reaching 
consequences for the affected employees, measures taken to guide employees through 
such a challenging project have to be adjusted to the outsourcing specific setting. This 
thesis set out to identify and explore factors that support the outsourcing process from 
the employees’ perspective. This concluding chapter summarises how the executed 
research design and subsequent analysis result in the fulfilment of that mission and add 
to the body of knowledge for both theory and professional practice. A final section 
discusses the limitations and explores avenues for further research. 
 
The contribution has been enabled through an initial model, how employees are 
influenced by outsourcing and a review of change management and specific outsourcing 
literature. This delivered the body for semi-structured interviews from an interpretivist 
perspective. The research has shown, that the literature on outsourcing focusses 
predominantly on company strategy achievement, customer satisfaction, customer-
supplier relationship or workforce performance rather than on employee perspective and 
individual support. On the other hand, change management literature so far has focused 
mainly on the unfreezing and move phase, referring to the three-step model from Kurt 
Lewin (1947). There is only minor attention to the re-freezing phase, which is the 
important transition phase in an outsourcing project. Thus, it remained unclear, which 
aspects and criteria are specifically appropriate to outsourcing to guide the employees 
through the latter. The need for identifying influencing factors that positively shape 
employee perception in outsourcing has been identified as clear research gap. With an 
abductive approach, the research gave an answer, which of the identified elements of 
the literature are important to outsourcing in particular and if there are aspects that have 
been not considered so far. In addition, the thesis delivers a coarse orientation among 
the fourteen participants from six branches and two country cultures about the level of 
importance the identified factors have. 
 
Comparing the results of the empirical study with the findings of the literature review, 
several elements arose, that have been not emphasised in the reviewed body of 
literature. The most important one was to provide mentoring for the transition phase to 
give the employees guidance with regard to the new company culture, processes and 
environment. The emphasised individual support for the employees became 
considerably more detailed as the research identified five sub-elements, which are 
describing the required support. An important aspect that arose thereby is to consider 
the age and the job tenure of the employees. Furthermore, introducing an exchange 
platform using new media can help to perceive the attitudes of the employees. 
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In the analysis of the findings, three major codes or “headlines” are identified as relevant 
for an outsourcing project. These major codes are credibility of the management, 
communication concept and individual support for the affected employees. Within the 
code “credibility”, the most important factors are “appreciation of employees’ 
performance until now”, “reliable and sustainable information and statements” and the 
need to “avoid uncertainty and rumours”. The most relevant aspects of communication 
are the following: “clear explanation of the consequences for the employees”, 
“communication as a dialogue” and “explanation of the need of outsourcing with facts 
and figures”. The individual support during the implementation and refreezing phase with 
aim to find solutions for all employees is crucial to gain the acceptance from their side. 
For this reason, the supporting persons need to be carefully selected. During the 
transition phase, the employees wish to get an insight into the new company’s culture, 
processes and environment. Therefore, mentoring by employees from the new company 
is highly appreciated. The findings of this thesis show that certain aspects discussed in 
the literature are not transferable to outsourcing projects directly. For instance, the 
emphasis on “the new vision and benefits for the company” might help only those who 
will stay further employed in the company. To reach a satisfactory situation, both parties, 
the company and the employees, need a vision or, in other words, a perspective. Finally, 
some aspects are irrelevant or appear to be risky in case of outsourcing, as for instance 
the idea to “celebrate the achieved milestones”. 
 
The three-phase-process first suggested by Kurt Lewin (1947), namely ‘unfreeze – move 
– freeze’, suits to an outsourcing initiative very well. According to the findings of this 
study, all three phases need particular awareness and careful preparation. According to 
the literature and the results obtained in this study, there is no doubt that “unfreezing” is 
crucial to make change happen. The “moving” phase needs careful adaption to the 
outsourcing activity, particularly with regard to the affected employees. Findings indicate 
that especially the “freezing” phase has enormous importance to a successful 
outsourcing project. This major statement has not been highlighted in the literature 
underlying this research. There exists a lot of literature on the unfreezing and 
implementation phases; however, little research has been done on the freezing phase. 
From the employee perspective, the freezing phase in an outsourcing project requires 
more attention than in incremental change. The eight-stage process for major change by 
John Kotter (1995), built up on Lewin’s model is the most widely used management 
model for radical change. However, this model does not fully match with the findings of 
this study. Hence, some adjustments are recommended in order to apply this model 
specifically to outsourcing. 
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During the unfreezing phase, step four in the model, the most adaptions are 
recommended. With regard to outsourcing the step is not only about “communicating the 
change vision”, even knowing that this anyway only relevant for those employees who 
have not to leave the company. To a greater extend it is important to create clarity about 
the consequences and perspectives for the employees as well as to acknowledge the 
performance of the workforce until now as they might face major impact on their 
professional and private lives. To avoid (further) loss of credibility in the management, 
situations of uncertainty and spread of rumours should be avoided. A key in that phase 
is the dialog with the employees, driven by the senior management. Within step five, 
empowering broad-based action”, there is, in addition to changing systems and 
encouraging the workforce, the need to create an effective basis between the 
management and the employees to support the individuals to manage their 
consequences. In step six, generation of short-term wins should be discussed case by 
case depending on the impact on the employees. A very important part in the refreezing 
phase, which is not highlighted in step eight of the model, is to support the employees 
actively in the transition phase by familiarising them with the new company, culture and 
environment and by offering them a mentoring program. 
 
7.1 Limitations 
In the empirical study undertaken, employees were drawn from certain education 
(operator, high school, academics) and hierarchy levels (workers, middle managers). 
Consider such background-specific factors in outsourcing were not the subject of this 
study and might be topic for further investigation. Furthermore, it is important to note that 
legal regulations and the role of trade unions can vary significantly across countries and 
might have an impact not only on the change process but also on how this labour 
legislation environment is perceived. 
 
National culture might also play an important role the impact on outsourcing, as 
perceived by employees. The majority of the respondents of the study have German 
background, two of them are from India. Clearly, this thesis does not answer the question 
to what extent these differences affect the importance of the influencing factors identified 
in this thesis. Thus, the issue of national culture might be a topic for further investigation. 
As with national culture, corporate culture can also play a role, which could be explored 
in further research. 
 
From a methodological standpoint, follow-up research could take the form of quantitative 
surveys. Based on large sample sizes, such surveys could be set up to examine 
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relationships among a variety of variables, such as the influencing factors identified this 
thesis, and aspects specific to individual respondents, the outsourcing initiatives or the 
organisation. Furthermore, such an investigation might give insights about the exact 
importance, the specified factors have for a certain outsourcing settings. To understand 
more about the effect of certain factors to impacted employees a longitudinal study 
during an outsourcing project might be appropriate. 
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8 Professional review and development 
8.1 Personal environment 
The organisational environment is continuously changing (Argyris & Schön, 1983); 
similarly, environment and personal situation of an individual are constantly changing, 
too. Accordingly, the approach to learning and work-life balance keeps on changing as 
well (Kolb, 1984). Kolb (1984, p. 38) concludes that “learning is the process whereby 
knowledge is created through the transformation of experience”. Drisoll (2000) defines 
learning as a permanent evolution resulting from learner’s experience and interaction 
with the world. Learning is part of almost all areas of life of an individual – family, 
education, professional life, hobbies, social network and environment. Learning plays a 
major role in individual’s development. Humans are very diverse in their thinking and 
behaviour, and so are their learning styles and methods (Leamnson, 1999). Felder 
(2006) understands learning styles as characteristic cognitive, affective and 
psychological behaviours that serve as relatively stable indicators of how learners 
perceive, interact with and respond to the learning environment. Several researchers, 
such as Lewin, Dewey, Piaget or Kolb, developed experimental learning models, which 
consist of similar basic elements. In these models ‘reflective' is understood as an 
examination of an issue of concern triggered by personal experience, which results in a 
change of a conceptual perspective (Boyd & Fales, 1983). Pashler et al. (2009) point out 
that the concept of learning styles has gained great influence within the education field. 
They state that ‘learning styles’ refer to the concept that individuals differ in regard to 
what mode of instruction or study is most effective for them. Humans must be aware of 
their individual learning style (Campbell, 2014) to enhance their strengths and overcome 
weaknesses. The objective of this chapter is to analyse individual strengths and merits 
of the author and develop a learning style and thus help to improve performance and 
achieve goals set both in professional and private lives.  
 
8.1.1 Personal basic position 
Two approaches were applied to identify the initial status in order to reflect upon personal 
development. My aim was to have a description of the individual starting point in the DBA 
programme and to have input information for potential action fields in my learning log. 
For that a SWOT analysis was conducted to evaluate personal development potential at 
the beginning of the DBA programme. The aim was to identify the elements which would 
help to define my learning and, respectively, my working style; in addition, the objective 
of this analysis was to identify features that should be improved and thus could be 
included in a learning log. In addition, a GCI (Global Competencies Inventory) test was 
independently used to identify my individual position. The GCI test is clustered into three 
main categories: perception management, relationship management and self-
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management. Each category is divided into five to six sub-categories. The result of the 
GCI test matched well with the SWOT analysis. 
 
The target in my professional development and in the DBA programme was to keep and 
use the strengths intensively to manage the constantly changing circumstances and 
‘project’ phases. On the other hand, the weaknesses and individual action fields ought 
to be considered as well. This meant, for instance, to work according to a detailed project 
plan, to define monthly and weekly targets as well as to have a healthy work-life balance. 
In terms of working style and personal development the ability to learn from the gained 
experience and reflect upon it, was essential. 
 
8.1.2 Learning styles 
Experimental learning is according to Kolb (1984) a modular concept that describes the 
process of human adaption to the social and physical environment. Feedback boosts the 
effectiveness of learning (Kolb & Kolb 2005). Argyris and Schön (1983) assert that in 
learning the methods of reflection are fundamentally similar to the methods some 
managers use to intuitively reflect on and learn from their own practice. Thus, becoming 
a reflective practitioner helps to improve one’s skills in learning, research and 
professional life.  
 
Until today, Kolb’s Learning Style Inventory (LSI) remains one of the most influential and 
widely used instruments to measure individual learning preferences (Kayes, 2005). It 
distinguishes individuals’ learning along two dimensions: preferred mode of perception 
(concrete to abstract) and preferred mode of processing (active experimentation to 
reflective observation). The LSI classifies individuals on basis of their position along 
these two dimensions into four types: divergers (concrete and reflective perception), 
assimilators (abstract and reflective perception), convergers (abstract and active 
perception) and accommodators (concrete and active perception) (Pashler et al., 2009; 
Campbell, 2014).  
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Figure 8.1: Kolb’s learning model illustrated by Alan Chapman (2005) 
 
To determine my personal learning style, I used the results from the GCI test, the SWOT 
analysis, an interview with my wife and self-assessment. The obtained results show that 
the learning style, which seems to match my personality best is primarily the converging 
style with some elements of the accommodating style. 
 
 
 
Figure 8.2: Illustration of my personal learning style 
 
To be more specific, a converger-style learner displays learning characteristics of 
concrete abstract conceptualism combined with active experimentation (doing and 
thinking) (Campbell, 2014). These individuals are best at finding practical application for 
ideas and theories and have the ability to solve problems and make decisions by finding 
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solutions to problems or reaching the desired goals (Kolb, 1984). Accommodator-style 
learning is characterised by concrete experience and active experimentation (doing and 
feeling). Their greatest strength is that they get things done, like new challenges and 
experiences (Campbell, 2014) and take risks and leadership roles (Kayes, 2005). 
Examples of transferring the insights to my professional practice are to make for the first 
DBA year a plan of work steps specifying deadlines when certain parts of work should 
be drafted and completed. To better learn from my experience and for my personal 
development I reflect after an activity, or – in case of big projects - after certain 
milestones, whether the chosen approach seems to be reasonable and appropriate with 
regard to the expected results. The following sections focus on further elements of the 
learning style and in particular on the approaches for reflective practice and learning 
loops, which were a part of the applied individual learning. 
 
8.2 Single and double loop learning and reflective practice 
According to Greenword (1998), the two approaches - single-loop learning and double-
loop learning - are underpinning the reflective practice. He points out that the concept of 
single–loop learning arises from Argyris and Schön’s theory of action which views 
humans as designers of action. Hence, this approach matches with the learning style 
model by Kolb and the implicit reflective practice. Argyris et al. (1985) define single-loop 
learning as changing action intended to lead to the same outcome. Greenword (1998) 
summarises that single-loop learning has obvious limitations as it focuses on the 
effectiveness which is a means to an end and thus can result in doing rightly the wrong 
things. In double-loop learning the person does not merely search for alternative actions 
to achieve the same end; he also examines whether the chosen ends are appropriate 
(Argyris et al., 1985). 
 
Regarding the DBA programme, single-loop learning was a continuous part of action and 
reflection to analyse whether a concept lead to a successful end or not. The double-loop 
‘enhancement’ was required not for questioning the main goal but for checking whether 
personal requirements considering professional and private goals are fulfilled. 
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Figure 8.3: Personal single- and double-loop learning model for the DBA programme 
 
8.2.1 Reflective practice 
Johns (1995) emphasises that learning through reflection is an emancipatory activity. 
Reflective practice allows practitioners to advance theory at a conceptual level and thus 
contribute to changes at professional, social and political levels as well as to facilitate 
the integration of theory and practice (Greenword, 1998). The practitioner reviews the 
actions to explore them again in the light of the expected outcomes (Greenword, 1998). 
With regard to my individual learning style and the modular concept of the DBA 
programme, frequent reflection with a single- and double-loop approach was applied 
upon the progress in the programme and upon the social and private environment (see 
figure 8.3). 
 
“Learning results from synergetic transaction between the person and the environment” 
(Kolb & Kolb, 2005, p.194). It is to be understood as a process along which the learner 
must constantly choose, which set of learning abilities are required to handle the current 
situation (Kolb, 1984). According to Pashler et al. (2009), for an individual to profit best 
from the reflective practice, one has to validate the learning style in form of a robust 
documentation of experimental findings which meet several criteria. Aim is to be able to 
reflect and adjust the working approach based on structured experience. Hoyle (1975) 
and Morrison (1996) emphasise that keeping a learning log supports the development 
as reflective practitioner and improves the metacognitive skills. Accordingly, for the DBA 
programme a learning log was developed and applied. The log contained all elements 
identified in the analysis above, which are important to monitor the DBA target 
achievement as well as the private situation. The specific log and experiences are 
explained in section 8.2.2. 
 
8.2.2 Personal learning log and reviews 
Since the beginning of the programme I have been using a learning log. Referring to the 
single-loop-learning principle, several reviews and changes regarding the DBA working 
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approach were made. Key indicators were the efficiency and effectiveness of working, 
outlook and motivation and, since mid December 2014 the work-life balance. 
 
The learning log was developed considering all elements identified in the objective (GCI 
test) and subjective (SWOT analysis) self-assessments. According to these results, the 
log was designed to meet certain relevant criteria. The criteria were chosen with the aim 
to monitor interaction of various aspects of life and to partly countervail the work in the 
DBA programme, the family, the job and hobbies. Furthermore, they should focus on the 
identified weaknesses and threats from the SWOT analysis and on the elements from 
the GCI test to be observed, respectively. After the consolidation of the two initial analysis 
results, five criteria have been chosen as basis for the reviews. In one diagram the time 
invested and the perceived effectiveness were recorded which should help to analyse 
the relation between the effort invested and the result achieved in regard to the expected 
progress. In the second diagram the emotional part was tracked. Motivation to work on 
research and on the other hand the outlook to achieve the set targets were considered. 
These two aspects reflect the mood to work on certain tasks. The third diagram added 
later focuses on the work-life balance since it appears to be a critical issue for me after I 
have worked on the research study for about three months. 
 
In accordance with the single-loop-learning approach, the experiences documented in 
the log were subsequently analysed. Within the first seven months five reviews were 
made. After each reflection the working model has been changed accordingly. The 
figures 8.4 and 8.5 show the learning log diagrams on time invested, perceived 
effectiveness and motivation and, finally, the outlook. The colours reflect the applied 
working style. After each change of the working style another colour code was used to 
be able to identify effect and progress. The first reflection was made after five weeks 
applying the initial working style. The second reflection was done three weeks later as 
the expected effect was not visible whereas the progress worsened or remained 
unstable. In addition, the pressure increased, and social as well as family conflicts 
appeared. The third reflection was made two weeks after the second one, and as the 
approach was hardly applicable, there was a need to catch up at work and the conflicts 
persisted. The result of the review in week fifty 2014 was that the work-life balance should 
be tracked separately as it seemed to be the most significant factor regarding the 
achievement of the DBA target. Concerning the work-life balance, a big change 
happened in week four 2015 as the decision to adjourn hobbies and sports proved to be 
destructive in the long-term perspective. The adapted working style after the fifth review 
seemed to be reasonable and was kept until the end of the programme. 
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Figure 8.4: Learning log regarding time invested for the programme and the perceived 
effectiveness 
 
 
 
Figure 8.5: Learning log regarding perceived outlook for DBA target achievement and 
motivation 
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Table 8.1: Single-loop learning reviews concerning working style 
 
 
 
Figure 8.6: Learning log regarding work-life balance (example 12.2014-4.2015) 
 
 
 
Table 8.2: Single-loop learning reviews concerning work-life balance 
Changes working style
Change 
date time/effect
outlook/motiv
ation Review result
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ineffective, 
unstable volatile
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adaption due to expected workload 
and pressure increase
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Starting from the second year of the DBA program, the work-life balance was tracked 
only on a monthly basis, as the approach seemed to be effective. However, at the 
beginning of the year the tendency was clearly negative. After a reflection, I decided to 
introduce a change. The solution was to slow down in the realisation of the plan and to 
strengthen other elements for better balance, whereby to keep continuity. The effect took 
some time to become visible, but eventually the trend turned into a positive one after 
positive feedback was received several times and milestones were achieved. 
 
8.2.3 Further elements of personal development during the DBA programme 
Based on the experience of the first year of the DBA programme, several lessons for 
further development progress have been learned. One element was to plan the next 
programme phase in four aspects. These aspects were the ‘DBA milestone plan’ in 
adequately small steps, the ‘reflection and supervision plan’, the ‘work-life-balance plan’ 
and - learnt from other former DBA students – an ‘incentive plan’. I see three major 
milestones in the programme: The first is to pass the first year with skill development and 
preparation for the thesis phase. The second milestone is to complete the thesis and the 
final one is to achieve the goal of the programme.  
 
Another element was the interrelation and discussion with the peers and other academic 
groups. There were several opportunities to initiate discussion and ask for support. The 
main opportunities were bi-weekly telephone conferences with the other DBA candidates 
and the yearly conferences with an opportunity to present and discuss the current status 
of the research or presentations within the university community. 
 
8.2.4 Effect on professional practice 
According to Schön (1983), people reflect on their work when there is something 
puzzling, annoying or interesting that they wish to understand (Greenword, 1998). He 
points out that reflective practice leads to changes at professional, social and political 
levels. Morrison (1996) remarks that “keeping a learning journal provides learners with 
an opportunity to integrate personal, intrapersonal, interpersonal, private, public, 
intellectual and professional aspects of themselves”. Summarising these statements, 
one can conclude that reflection is not only a scholar methodology but also a practical 
tool to analyse professional approaches and behaviour as well as private aspects and 
situations. The developed and practiced learning and working styles can be indirectly 
transferred to the professional practice. The general approach seems to be directly 
transferable, but a learning log and especially the criteria have to be adapted to the focus 
situation or the respective learning field. For example, to improve personal or company’s 
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maturity regarding outsourcing projects a log can be kept to monitor and improve 
approaches and abilities. Depending on the topic, reflection-in-action approach can also 
be used in combination with learning logs. Users can be reflective practitioners - both 
individuals and groups. Benefits from the reflective practice will arise for both - the 
individuals and the company. An example of an effect of a reflective practice (double 
loop) appeared in one of my customer projects. After an initial project phase in a 
customer project, the review showed that the customer target could not be achieved with 
the planned approach and guided by the designated project leader. According to this 
review, the customer was asked to change the target or to agree to a change in the 
approach and project leadership. After this had been done, the project was running 
properly and was tracked by a single loop reflection. 
 
Further effects on professional practice were the intensive exchange with M&A experts 
within the company concerning the transferability of the research findings into M&A 
projects. Another big effect in my job was that I finally took over a new position within the 
company where almost all developed skills can be used in professional practice. 
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10 Appendicies 
10.1 Form UPR16 and ethical approval documentation 
10.1.1 Form UPR16 
The candidate statement in the form refers to the email of the Chair of Portsmouth 
Business School’s Faculty Ethics Committee concerning the ethical approval of the used 
empirical data, dated 11th May 2016, with reference to the confirmation letter of Dr 
Tomaschek, Vienna Postgraduate Center about the adherence of the empirical approach 
to the requested ethical requirements (appendix 10.1.2). 
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10.1.2 Ethical approval documentation 
Email 11 May 2016 from Dr Peter Scott, Chair of Portsmouth Business School’s Faculty 
Ethics Committee concerning the ethical approval of the used empirical data: 
 
Application for ethical approval: Volker Pioch 
 
Dear Volker, 
 
Thank you for your application for permission to use interview data gathered at a 
previous institution in your Professional Doctoral thesis. I am replying in my capacity as 
Chair of Portsmouth Business School's Faculty Ethics Committee. Your request, and 
the documentation you have supplied from Dr Tomaschek of the Vienna Postgraduate 
Center has been the subject of consultation with the FEC's previous chair, Prof. Lisa 
Jack, and I have also consulted the University's Ethics Advisor, Mr David Carpenter, in 
coming to the following decision. On behalf of the FEC, I am happy to confirm by 
chair's action that we agree that your research was carried out to acceptable ethical 
standards, and will therefore be sufficient without the need for a further ethical opinion 
from ourselves on this particular data. 
If the data is not already anonymised (that is, both any recordings and transcripts of the 
interviews) sufficiently to ensure that individual participants cannots be identified, you 
should ensure that this is done. 
Good luck with your research, and please include this communication as an appendix 
in your thesis in lieu of a formal ethical application for this data. If you intend to use any 
other, new research data involving human subjects in your thesis, this should be the 
subject of a formal application for ethical approval. 
Best wishes, 
 
Dr Peter Scott 
Chair, PBS Faculty Ethics Committee 
 
 
Sharman Rogers 
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Business Services & Research Office 
Portsmouth Business School 
Portland Building, Portland Street 
Portsmouth, Hampshire PO1 3AA UK 
T: +44 (0)23 9284 4202 
 
 
Confirmation letter 24th July 2015 from Dr Nino Tomaschek, Postgraduate Center, 
University of Vienna concerning the adherence of the empirical approach to the ethical 
requirements. 
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10.2 Research information (example) in a professional network contact 
10.2.1 German original 
Hallo Herr xxx,  
 
Ich bin auf der Suche nach Gesprächspartnern für eine Studie zum  
Thema Outsourcing und habe gesehen, daß Sie in dem Umfeld tätig sind.  
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Ich arbeite derzeit an einer Forschungsarbeit zur Fragestellung, wie  
erforderliche Outsourcing-Maßnahmen managementseitig gestaltet werden  
müssen, um eine Maßnahmenunterstützung von betroffenen Mitarbeitern  
erreichen zu können. Die Fragestellungen reichen von Dimensionen der  
Betroffenheit von Outsourcing-Maßnahmen über Erforderlichkeiten zur  
Akzeptanzgewinnung bis zu Möglichkeiten zur Einbindung von  
Mitarbeitern bei der Ausgestaltung und Umsetzung. Ich habe inzwischen  
ein theoriegeleitetes Modell entwickelt, das ich nun in einer  
empirischen Studie verifizieren und ggf. ergänzen möchte. Hierfür  
möchte ich Personen interviewen, die als (ehemals) Betroffene eigene  
Erfahrung mit Outsourcing-Maßnahmen haben und damit einen wertvollen  
Beitrag leisten können. Gibt es möglicherweise in Ihrem Umfeld  
Personen, die ich eventuell in diese rein forschungsbegründete Studie  
einbeziehen könnte? Über eine Rückmeldung würde ich mich sehr freuen.  
 
Mit bestem Gruß,  
Volker Pioch 
10.2.2 English translation 
 
Dear Mr. xxx, 
 
I am searching for respondents for a study on outsourcing. I saw that you are 
working in this field. I am currently working on a thesis where I explore how the 
planned outsourcing measures need to be set up for the management to achieve 
understanding and support from the affected employees. The topics vary from 
dimensions of impact of outsourcing measures, necessity to gain acceptance by 
the staff up to possibilities to involve employees in design and implementation. I 
have developed a theory-based model that I want to verify and adjust basing on 
an empirical study. For this purpose, I would like to interview individuals who have 
personal experience with outsourcing measures. Their evidence will be a 
valuable contribution to my study. Are there possibly persons in your environment 
who I might contact and involve in this kind of purely research-based study? I am 
looking forward to hearing from you. 
 
Best regards, 
Volker Pioch 
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10.3 Applied interview guide in German language 
The applied semi-structured interview guide includes twenty-four open questions which 
cover all themes and which were identified in the review of change and outsourcing 
related literature. Below I provide the original guide in German language. 
 
1. Was für eine Maßnahme war es, durch die Sie mit Outsourcing konfrontiert wurden? 
2. Wann fand die Maßnahme statt? 
3. Welche Veränderungen entstanden dadurch für Sie persönlich? (Umziehen, Gehalt, …) 
4. Welche Auswirkung hatte die Maßnahme für Ihr kollegiales Umfeld? 
5. In wie fern war die Betroffenheit von Kollegen eine zusätzliche Belastung? 
6. Wie würden Sie gesamt die Erfahrung aus heutiger Sicht beurteilen? 
7. Was sind die hierfür ausschlaggebenden Aspekte? 
8. Welche Informationen über die Maßnahme haben Sie bekommen?  
9. Was war die offizielle Zielsetzung? 
10. Was hatten Sie vermutet? 
11. Wer hatte Sie informiert und wie? 
12. Wie schlüssig war für Sie die Maßnahme nach der Information? 
13. Was wäre aus Ihrer Sicht angemessen gewesen? 
14. In welcher Weise wurden Sie und Ihre Probleme damals vom Management ernst 
genommen? 
15. Welche Bedeutung hatte/hätte das für Sie gehabt? 
16. Wie waren Sie in die Umsetzung eingebunden? 
17. Wie hätten Sie sich gefühlt, wenn Sie bei der Planung und Umsetzung direkt einbezogen 
worden wären? 
18. In welcher Form gab es Anerkennung für das Erreichen von Zielen? 
19. Wie bedeutsam war das für Sie/wäre das für Sie gewesen? 
20. Was hat/hätte Sie persönlich motiviert, die Outsourcing-Maßnahme zu unterstützen? 
21. In welchem Bereich des Unternehmens arbeiten Sie? 
22. Wie lange sind Sie bereits im Unternehmen tätig? 
23. Wie alt sind Sie? 
24. Haben Sie ergänzende Hinweise oder Aspekte, die Ihnen wichtig sind? 
 
10.4 Literature identification strategy 
To identify relevant literature for the research topic, several sources were used. In 
several research domains, there exists a wide range of literature on change 
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management. The big body of research allowed to identify relevant references with 
particular focus on employees’ perspective. There was no restriction concerning the time 
horizon of the literature since some very old theories are still valid and are often cited in 
modern literature. A famous example is “three-phase model of change” of Kurt Lewin 
dating back to 1947. In regard to outsourcing from employee perspective only little 
literature is available, mainly published after 2000.  
 
Basically, three kinds of literature were used for the review as well as for the research 
philosophy and methodology choice. Articles in various journals with different focus were 
used as the main source. Second, books on change-related theories and basic literature 
in particular research domains were used. Third, PhD and DBA theses as well as master 
theses that deal with similar research topics or which might lead to other literature 
sources were used. In all literature sources, it was important to identify the most cited 
authors, journals and relevant books as the latter tend to be important in specific 
domains. Databases used for the literature identification included Business Source 
Complete, Google Scholar, EBSCO Host, Emerald and ScienceDirect. Depending on the 
research domain, different keywords in various combinations were used for literature 
identification such as outsourcing, offshoring, radical change, change management, 
employee perspective, employee impact, motivation, leadership, organisation, 
communication and transformation. To search for relevant German basic literature the 
respective German terms were used. 
 
10.5 DBA project schedule 
The DBA project plan has mainly three parts. The first one is the thesis itself with its 
specific elements: literature review, research study, consolidation of the results and 
overview of personal development. The second part is a possible publication and the 
third part is the guidance including the formal application. Guidance includes reviews 
and presentations, supervisions and the formal application for the DBA. The timeline 
starts after having the official results of year one of the DBA program by conducting a 
planning meeting with the supervisors. The conservative bottom-up plan considers the 
duration of about twenty-one months until thesis submission which leaves some room 
for tightening the schedule. The final schedule will be discussed and determined during 
the first supervision meeting. The ideal target plan would envisage a submission in 
September 2016, which seems to be unrealistic, however. Figure 10.1 shows the 
detailed bottom-up plan to be discussed in the first supervision meeting. 
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Figure 10.1: Conservative project plan of DBA thesis phase 
Status May 10 2015
sub-topic main topic milestone
Update references/ argumentation
Draft
Rework
Ethical approval of available interviews
Data analysis
Result derivation and conclusions
Draft
Rework
Discussion and results
Answer research questions
Draft
Rework
Draft based on prototype paper
Rework with supervisor
1st submission
Rework
2
nd
 submission
Draft
Reviews and rework
Final draft
Update status from 05.15
Add new and additional elements
Formal submission
Viva
Rework
Final submission
Annual cohort meetings
Presentations at PBS
Monthly jour fix (min one supervisor)
"Big" review (all supervisors)
7 8 9 10 11 4
2015 2016
6 7 8 9 10 1112 1 2 3 4 56
Supervision
Application for DBA
DBA project plan
5
2017
Review and presentation
Result consolidation of literature 
review and research study
Literature review
Research study
Publication
Thesis
Personal development
12 1 2 3
